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Abstract 
This project examines the potential synergy between project management tools and 
entrepreneurial practices. We studied four case in order to answer the research 
question: How could project management tools have been used in the entrepreneurial 
ventures in terms of planning, controlling and resolving the problems presented in the 
cases?  
From the results we concluded the project management tools were applicable to these 
four entrepreneurial ventures. With the project management tools we were  able to 
identify, explain and make suggestions to potentially resolve some of the inherent 
issues in the cases. However, in order to apply the frameworks and tools from the 
project management discipline properly, the startups had to be categorised into stages 
with time limits, similar to the standard project management project.  
In the discussion we concluded that the level of appositeness of applying the tools to 
the cases was strongly related to the circumstances of each case. This consequently 
meant that generalisation of use of any specific tools could not be made from this 
investigation, but a general statement was generated based on the findings in these 
cases. In further research the general statement could serve as a basis for a hypothesis 
to test if any generalisations on the topic can be made. !
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Introduction 
In this research paper we will investigate the potential linkage between project 
management tools, concepts, and frameworks, and apply them to real entrepreneurial 
start-ups cases. The project management and the entrepreneurial research fields have 
common characteristics in development and in practice, yet researchers seldom 
combine the disciplines. A study from Kuura et al., investigated the similarities 
between the two research fields and whether it was possible to potentially apply 
concepts and frameworks from each discipline (Kuura, et al., 2013). Their findings 
showed peculiar commonalities in historical, theoretical and practical development. 
Both disciplines developed at the same point in time, but more compelling is the fact 
that they have similar theoretical basis that focus on the same areas (ibid.).   
This is evident as most of the project management and entrepreneurial tools are meant 
to aid the entrepreneur or project manager prepare, plan and organise the project or 
stages in an enterprise. Thus both disciplines focus on concepts and frameworks that 
can be directly applied into practical situations in order to benefit a business. 
Concurrently, the exact same definition creates the foundation for the accusation that 
these disciplines do not have a proper theoretical basis (ibid.). The final note in the 
study from Kurra et. al., was that in practice a link between the project management 
and entrepreneurial research field could open new possibilities and curious 
results(Ibid.). Since there were no strong or direct counter argument to discourage 
such investigations we started developing a plan for examining a link between the two 
fields.  
When first looking at start-ups, we found that in the US 66% of start-up companies 
were still trading after 2 years, while in the UK number is 80%, but in both nations 
less than 50% survived the first 5 years (Headd, 2003; Stokes, et.al, 2010). As this 
proposed difficulties in development and practice of start-ups in general, it led us to 
examine some key characteristics of entrepreneurs, leading us to effectuation theory. 
Entrepreneurs often  proceed with developing a business idea without structured 
planning, so Sarasvathy (2004) proposed the theory of effectuation to explain how 
entrepreneurs behave and make decisions when goals are unclear and future is 
uncertain. According to Stokes (2010) Entrepreneurs often use heuristics, rules of 
thumb, in order to make quick decisions in high risk environments, because of an 
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assumption that  “winner takes it all” (Stokes, et. al., 2010). On the other hand, 
decisions made in high risk, chaotic environments can potentially turn into rash 
decisions. Project management tools however, serve as a structured way of planning 
and execution (Larson & Gray, 2010). Prior planning and risk assessment are inherent 
in project management practices, which could be of help in an entrepreneurial 
environment, which is inherently high risk (Fisher, 2012). Thus this example serves as 
a potential connection between entrepreneurial practices, and project management 
tools concerning development and practice of risk assessment and organising. As 
opposed to a haphazard approach in pursuing their endeavours, entrepreneurs could 
use project management tools as a systematic approach that could improve the 
chances of their success (Kraus, et. al., 2008). This led us to our field of research, 
namely examining how project management tools could be used to the benefit of 
start-up businesses. This led us to our research question: 
 
Research Question 
How could project management tools have been used in the entrepreneurial ventures 
in terms of planning, controlling and resolving the problems presented in the cases?   
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Methodology 
Philosophy of Social Science and methodological 
approach 
This research paper aims to explore the research field and generate new knowledge. 
In order to show the reader what we determined as real and how we generate 
knowledge about it, we will explain our ontological and epistemological perspectives 
implemented in the work.  
In this paper; world and truth is perceived through a social constructionist point of 
view, which is of anti-realist (relativist) ontology, meaning that the social world is 
“continuously being in a process of creation by human agency” (Delanty & Strydom, 
2013: p.373). The research objects or entrepreneurs are constantly creating new 
aspects that constitute the entrepreneurial reality, which means that the world is a 
social construct, where truth is commonly agreed upon, and reality is constantly 
changing. Hence, we understand that the extent to which project management tools 
could have solved the start-up failures cannot be tested, since the context within 
which the entrepreneurial failures occurred can not be replicated.  
Secondly, the context start-ups failed within reflects market considerations and 
planning associated with it. Hence, in order to understand the planning-context 
relations, case study is going to be used. We adopt case study empirical inquiry, 
which ”..investigates a contemporary phenomenon within its real-life context, 
especially when the boundaries between phenomenon and context are not clearly 
evident.” (Yin, 2003: p.13), and produces comprehensive context-dependent 
knowledge (Flyvbjerg, 2011: p. 301). When it comes to generalising the results, 
according to Bent Flyvbjerg (2011): “the case study is ideal for generalizing using the 
type of test that Karl Popper called “falsification” (Flybjerg, 2011: p. 305) and the 
case study is “well suited for identifying “black swans” because of its in-depth 
approach” (ibid.). 
 
Case study design 
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We design our research based on multiple cases, respectively four start-ups that 
failed, which are selected based on replication logic- we expect the cases to have 
similar results, meaning we assume that project management tools could have been 
applied to the start-ups. According to Robert Yin (2003) replication logic will confirm 
or disregard the expected findings.  
We divide the analysis of the transcripts into two different chapters, in order to 
strengthen the validity by being able to reflect on our and respondent’s judgements. 
The first chapter is more descriptive and focuses on stating our interpretation of the 
respondent’s opinion on the main factors of failure. The other, first of all, states our 
opinion of the main factors of failure based on the transcripts. Here, we perform 
theme analysis, where we theme up several codes or label relevant pieces of 
information that are connected to each other, separating the underlying issues 
allowing us to conceptualise them (Bryman, 2012; Kvale, 2007). Secondly, we 
deductively analyse the issues based on multiple sources of evidence, such as 
documentary evidence and interviews conducted by other researchers; and relevant 
academic literature. In the last section of analysis of each case we abductively (based 
on logic reasoning try to reach for the simplest explanation (Okasha, 2002) apply 
relevant project management tools to the identified issues within the cases. 
 
Reliability 
To increase the reliability of the measurement a study protocol is used. However, in 
order to gain an in-depth knowledge and understanding of the context explored, semi-
structured interviews are going to be used. As described by Bryman (2012) this 
allows the respondent to venture into a discussion about points they deemed 
important. Using the semi-structured interview method allowed follow up questions to 
be asked when the interviewee raised points that were of interest to the study. Since 
different interviewers are conducting each of the four interviews, the semi-structured 
approach makes the interviews style somewhat similar. This is particularly due to the 
use of the same interview guide. The audio of all the interviews are going to be 
recorded and later transcribed (appendix transcripts). Any inaudible sections of the 
recordings are identified in the transcriptions. 
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Validity 
In order to increase the data validity, we: decrease the interviewer’s influence on the 
respondent by avoiding usage of industry specific or academic terminology (Bryman, 
2012). Social desirability biases are minimised, by asking respondents not only what 
they think, but what they have done (Bryman, 2012). To avoid the problem with 
perception and meaning, we try to state the questions in a simple and clear language 
so they would not be misinterpreted because of English not being a mother tongue or 
having a different level of formal education.   
When analysing the data obtained from interviews, we use interpretivist 
epistemological approach and hence are aiming to create “an empathic understanding 
of human action” (Bryman, 2012: p.30), where truth is of individual judgement. 
According to Thomas Kuhn (1996), judgement is a local interpretation of reality 
through language and current scientific paradigm, thus in order to understand the 
respondents judgement we use hermeneutic research strategy (Gorner, 2000). Hence, 
we interpret the data by building a logical chain of evidence and fusing our horizons 
with those of the respondent. We transform our pre-understanding by expanding our 
horizons and hence increase the validity of the generated knowledge (Gadamer, 
2004). 
 
Interviews 
To collect our empirical data we conducted a number of semi-structured qualitative 
interviews. Our intention was not provide any sort of representative findings or 
conduct any sort of comparison between the entrepreneurs and their companies or 
projects. Each of the four situations involved individuals of varying background 
experience in starting and running businesses and their fields of industry were diverse. 
However, our main interest was to establish the role that the implementation of 
various project management tools and techniques could have influenced the outcome 
of the projects. To ensure the discussion of topics relevant to our study an interview 
guide was created. The respondent was given the freedom to stray from the scope of 
any questions asked. As described by Bryman (2012) this allowed the respondent to 
venture into a discussion about points they deemed important. Using the semi-
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structured interview method allowed follow up questions to be asked when the 
interviewee raised points that were of interest to the study. Since different 
interviewers conducted all five interviews, the semi-structured approach made the 
interviews style somewhat similar. This was particularly due to the use of the same 
interview guide. The audio of all the interviews was recorded and later transcribed 
(appendix transcripts). Any inaudible sections of the recordings are identified in the 
transcriptions.  
 
The constraints of using interviews as empirical data  
In our research we chose to conduct the interviews with a semi-structured format, 
because it allows us to gain in-depth knowledge and not to get guided by respondent 
responses. However, some of the complications of conducting a semi-structured 
interviews are similar to the structured interview. In this research these are the factors 
that we have been particularly aware of when conducting the interviews: 
• Influence of the interviewer on the respondent 
• Social desirability bias 
• Problem of perception and meaning 
 
The$interviewer’s$influence$$
When conducting semi-structured and structured interviews the researcher has to be 
aware of the influence that the interviewer can have on the respondent (Bryman,2012: 
p.227). In our particular case the Entrepreneurs were being interviewed by academic 
students with knowledge of theories,concepts and tools of project management. While 
the entrepreneur may have had an academic background and knowledge about similar 
tools, it was an assumption that we as researchers could not make. In the question 
guide we developed was we attempted to avoid using industry specific jargon or 
terminology (see appendix:x). This decision was made in a bid to use language that 
was relatable to the respondent regardless of academic background. 
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Social$desirability$bias$
In relation to the interviewer’s influence we were also aware of social desirability bias 
(Bryman, 2012).  The potential that respondents would rather reflect a desired 
response as opposed to the truth. In our research this would potentially be a pitfall 
when addressing personal influence and mistakes related to the failed business. In our 
case it would mostly likely not be the risk of misinformative responses, but a matter 
of omission of relevant information about the topic. As an example, in a case where 
some of the key factors in relation to the question of why the start-up failed, could 
have been attributed to personal mistakes that the entrepreneur was responsible for. 
 
The$problem$with$perception$and$meaning$
Another issue in interviews is that humans interpret questions differently. When we 
communicate with one another we try to ensure that the meaning of words and 
concepts is similar in the social forum. However this common understanding is not 
necessarily inherent and when common understanding is not the case, it leads to 
misunderstandings. In interviews miscommunications can lead to different results and 
various answers than the interviewer had intended if the question are not clear 
enough. When conducting the semi-structured interviews we attempted to make the 
questions in the questionnaire as clear and simple as possible. While situation in 
which miscommunication occurs can be difficult to identify, asking questions that are 
clear without the chance of misinterpretation is important when conducting the 
interview.  
What we can deduct from this section is that interviews and the stories they entail can 
provide a close account of what has actually occurred. However, because of 
unavoidable bias of the respondents; the stories and the inherent statements will never 
be facts. Since the respondents’ description of the events and interpretation of what is 
imperative is the only empirical data that we will analyse, it is vital that we 
distinguish between what is fact and what is an interpretation of an event.  
 
Analysing the transcriptions 
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Seeing that underlying issues in situations can be perceived differently; we found it 
interesting to be able to compare the respondent’s answers as to why their company 
failed, and our understanding of why it failed and how it could possibly be prevented.  
Thus we chose to divide the context of the transcripts into two different chapters. 
The first interpretation of the interview  is in the empirical chapter where the focus is 
to transparently state what the main key factors to failure was in each case in the 
respondent’s opinion. The other interpretation of the transcript reside in the analysis 
chapter where we as researchers analyse the same issues in the text and give our 
version of what the underlying problems were in each case. In order to interpret the 
transcript we decided to label relevant pieces of the transcript in order to sort and 
separate relevant issues in the transcript (Kvale, 2007). 
i.e. one of our themes is labelled “inexperience”. This theme consists of several codes 
that we as researchers realised to connected to each other and could be categorised 
into this particular theme. This process is also called theme analysis (Bryman, 2008).  
The challenge with coding is that codes are generated very quickly and in large 
quantities. Since we are 5 researchers that analysed the same text the codes that each 
individual was quite different from researcher to researcher. Thus we selected the 
most relevant codes and categorised them in to the themes. By doing creating themes 
we were able to make small underlying issues and clues to a tangible concepts which 
could be understood individually and in an context. 
Practically the result the initial coding and categorization lead to a few themes in the 
first section of each of the cases. Under each theme we argue why it is relevant to 
look at inexperience as a factor in the case and what the consequences of inexperience 
lead to in this particular case.  With these themes we wanted to investigate underlying 
issues. By analysing the themes in a context we were able to determine underlying 
issues which had a strong linkage to each of the individual codes. The last section of 
each case includes an overview of some of the solutions that we suggest which are 
linked to project management tools. 
 
Delimitations: 
In this section we determine the boundaries of our project or what our research does 
not include or lay less emphasis on.  
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In terms of our choice of theory, frameworks and concepts we focus mainly on project 
management tools and the frameworks and concepts within this field. We apply them 
to terminated businesses and business projects in Denmark and one is Sweden- 
entrepreneurial ventures that existed in their establishment in less than three years. As 
those are entrepreneurial ventures we also include relevant entrepreneurial concepts 
and tools.  
However, we do not focus on those entrepreneurial tools that require a research of 
activities done prior to business establishment. For example, researching the depth of 
market analysis performed prior to launching a business is considered to be an 
academic field of marketing and thus a whole different research.  
Nevertheless some tools from the entrepreneurial discipline are complementing the 
tools of project management and can assist in explaining the issues in cases were not 
excluded. Thus, not all frameworks that are not related to project management were 
excluded. For example, business plan is one of the basic and crucial tools that we 
chose to implement.  
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Theory and frameworks 
Introduction 
In this paper we look at several start-up companies that eventually failed. In each case 
we intend to explore if any project management tools were made use of, and if so the 
effectiveness of their application. In the cases where no formal project management 
was implemented we intend to study whether or not project management tools could 
have possibly made a positive impact on the company’s activities and projects. This 
chapter has three sections. The first discusses steps that could be taken and tools that 
can be used before starting a business, the proceeding includes other concepts used 
and the last section describes the applicable management tools in relation to the cases 
and our analysis of them. 
 
Core Concepts 
Project Management 
According to Larson and Gray (2010, project management (PM) contains tools that 
assists with organising a project through the planning, implementation and managing 
of specific tasks. These tools will be discussed later in this chapter.  
 
Start-up 
The founders of the companies selected as cases in this paper considered their 
businesses “Start-up” companies. As Blank & Doff describe a start up as “A start-up 
is a temporary organisation in search of a scalable, repeatable, profitable business 
model. (Blank & Doff, 2012)”.  
 
Entrepreneurship 
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“Entrepreneurship is the emergent process of recognising and communicating 
creativity such that the resulting economic value can be appropriated by those 
involved” (Stokes et al., 2010: 35). This definition is a synthesis of the three 
dimensions of entrepreneurship, namely outcomes of entrepreneurship, behaviours 
required of entrepreneurs and processes undertaken by them.  
In our study we will focus mostly on the outcome of entrepreneurship as new venture 
creation, meaning not only the development of a business idea but setting up a new 
organisation to exploit it (Gartner, 1988).  
Nascent phase prior to the start-up phase 
During the first stage of Stokes and Wilson’s composite model of small business 
growth (2006), entrepreneurs undergo a processes where they reflect upon the idea 
that the business will be based upon (Stokes, 2010).  
In this nascent phase the entrepreneur analyses the market and the opportunities 
within the particular market. Hence, the essential aim is to plot, and conceptualise 
innovative ideas prior to the actual start-up of the company. The entrepreneurial 
discipline suggest various models to estimate and determine various issues. Some 
focus on finance and others focus on strategy. The need to focus on one over the other 
dependens on the design of the company, the product and personal taste. Thus there 
are no “right way” per se to make preparations for the start-up launch. In this research 
paper we will focus on the market opportunity analysis (MOA) to determine if the 
entrepreneurs in the case studies had made any strategical considerations in the 
nascent phase of the start-up (Stokes, 2010). 
Market opportunity analysis 
The market opportunity analysis can be said to merge the classic tools from the 
entrepreneurial toolbox: SWOT, market analysis and competitor analysis (Brownlie, 
1994). Thus to fully understand the MOA we will go through each of the tools.  
 
The$market$analysis 
The market analysis questions the environment that the entrepreneur is interested in. It 
seeks to resolve questions about the current situation in the pertinent market, how 
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rapid the market is developing, and if any there are any trends in that particular 
market. To answer some of these questions the entrepreneur must assess the size of 
the market, and depending on the maturity of this environment if it is even profitable 
to enter with their product (Brownlie, 1994).  
 
Competitor$analysis 
The competitor analysis aides the entrepreneur in considerations of who is his friend 
and foe. Put differently the entrepreneur has to consider who could be potential allies 
or business partners in the market and who are the competitors in the market 
environment. While the questions are simple, the answer requires the entrepreneur to 
analyse the environment and the actors within the market. This can be a slow process 
since the entrepreneur has to create a profile for each actor and determine their role in 
the market environment. The entrepreneur will also have to reflect upon their own 
product compared to the competition (Wilson, 1994). 
 
SWOT$analysis 
SWOT stands for: strength, weaknesses, opportunities and threats. SWOT is often the 
last of the analysis to be conducted out of the three, as it requires the entrepreneur to 
reflect upon the  external (the previously described) and internal consideration that 
come from within his business. The first two parts of the SWOT analysis, strength 
and weaknesses, ask the entrepreneur to reflect upon the product’s strengths and 
weaknesses compared to competitors on the market. this is followed by taking the 
findings from the first stage and considering the opportunities, limitations and 
possible threats in the environment that could have an effect on the company. The 
same SWOT analysis can also be applied to the survivability potential of the 
organisation (Samset, 2010). At this point it might have become evident to the reader 
that there are several processes internally and externally of the business that the 
entrepreneur has to undergo to get a complete a comprehensive picture of what the 
product has to provide in order to succeed. There are however downsides to the three 
analytical tools stated above, such as they are often difficult to conduct, as well as 
time consuming. Market opportunity combines internal considerations and analytical 
findings in the external environment. It can be said to get the best from both worlds so 
to speak.   
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In practice these considerations and analytical tools are often manifested in a few 
simple questions: what am I selling? Is there any need for my product? And how am I 
going to make money? Nevertheless they are crucial to prepare the entrepreneur for 
the next stage. The start-up phase. 
 
Business Life Cycle model 
Stokes and Wilson’s (2006) Composite Model of Small Business Growth is based on 
the five-step life cycle models developed by Greiner (1972), Lewis and Churchill 
(1983) and Scott and Bruce (1987). Implicit in these models are that different 
strategies and skills that are needed at different stages of a business life cycle (Stokes 
and Wilson, 2010). The five steps and their main characteristics are described as 
follows: 
Stage 1: Concept/test stage: This stage involves conceiving the business idea, 
planning and making the business plan. Full scale operation is sometimes preceded by 
opportunity analysis and market tests. 
Stage 2: Development/abort stage: At this stage, operation begins and the company is 
either developed to become a viable enterprise or aborted at an earlier stage. This 
stage usually lasts for the first 18-24 months of operation (Stokes & Wilson, 2010). 
Stage 3: Growth/decline stage: This is a crucial stage often occurring between the 
second and third year of operation (Stokes & Wilson, 2010). Here growth causes 
strain on the current organisational structure of the enterprise. It is critical during this 
stage to focus heavily on controlling costs while optimising delegation by hiring non-
owner managers and develop functional teams (Stokes and Wilson, 2010). 
Stage 4: Maturity: In this stage the business is maturing and growth rate flattens. 
Company usually becomes more sophisticated by using control systems and 
implementing more bureaucratic procedures (Stokes and Wilson, 2010). 
Stage 5: Regrowth/decline stage: Stokes and Wilson (2010) explain that when a 
company has established itself in the marketplace and demonstrated competitive 
advantage, it is possible to further exploit this success and trigger another period of 
high growth. But without intrapreneurship and internal innovation to exploit a 
consecutive period of growth, the maturity phase can turn into stagnation and decline 
(Stokes and Wilson, 2010). 
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Some academics (Storey, 1998) have pointed out that these models have severe 
limitations in being able to predict growth and development of small businesses 
because growth is seldom as smooth as the models suggest, and many small business 
reaching a stable size never grow further to become larger companies, nor do they 
attempt doing so. So called ‘life-style entrepreneurs’ are known for taking measures 
to ensure their business never grows too large beyond the stage of survival, as they 
feel this would compromise the independence they initially sought after when 
embarking upon the entrepreneurial journey (Stokes & Wilson, 2006). 
 
Organisational Project Management Maturity Model 
Larson and Gray’s (2014) Organisational Project Management Maturity Model is 
based on previous models; the Capability Maturity Model (CMMI) from Software 
Engineering Institute and the Organisational Project Management Maturity Model 
(OPM3) from the Project Management Institute. This model focuses on assessing and 
guiding organisations’ development in implementing best practices of project 
management. It explains a suggested five levels of development in formally 
implementing project management procedures in an organisation, and they are as 
follows; 
Level 1: Ad Hoc Project Management; the initial level of ‘chaos’ where the Project 
Management tools are used only as needed in an uncontrolled and reactive manner 
(Larson & Gray, 2014). 
Level 2: Formal Application of Project Management; at this level some processes are 
starting to become standardised , and scope statements, WBS and activity lists are 
used (Larson & Gray, 2014). Focus is on quality and cost control. 
Level 3: Institutionalisation of Project Management; at this level processes are 
becoming defined and documented and previous experiences are used to improve 
future performance. A project managament system is insitutionalised with an 
infrastructure in the organisation, and more sophisticated Project Management tools 
are used such as time-phased budgets, complete risk assessment, change management 
and scope control, etc (Larson & Gray, 2014). 
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Level 4: Management of Project Management System; at this level the organisation 
implements systems of project oversight and portfolio management, making sure 
projects are aligned with strategy of the organisation (Larson & Gray, 2014). 
Level 5: Optimisation of Project Management System; Larson and Gray (2014) 
explains that at the final level, the focus is on optimising and continuously improving 
current practices of project management. 
Progression through levels can be slow, because learning and development takes time, 
and organisations often suffer from 'organisational inertia'. According to The 
Software Engineering Institute (SEI), the maturity period for each level is between 1-
2 years, and most companies are in between level 2 and 3 (Larson & Gray, 2014). 
Empirical research by the Project Management Institute has demonstrated that project 
maturity is strongly correlated with project performance and more accurately 
predictable schedules and cost estimations () 
 
Management Tools  
 
Step 1: Scope 
This section describes what project scope is, its uses and how it is applicable to 
project. Defining the project means clarifying project objectives, goals, needs and 
constraints (2014). The Project Management Institute (PMI) (2009: p. 47) defines the 
project scope as “..the work that needs to be accomplished to deliver a product, 
service, or result with the specified features and functions”. 
In the scope we set the parameters, and define the end result of the project, usually 
either a product or service, and explain the characteristics and specifications 
necessary to meet all stakeholders’, clients etc. requirements (Larson & Gray, 2014). 
As a general set up, the project scope statement concisely explains project objectives, 
deliverables, milestones, technical requirements, boundaries (constraints) and 
assumptions, and stakeholder (customer) review and approval (Larson & Gray, 2014). 
This list is generic, and includes only the most important parts, and it can be done 
differently depending on the type of project and relevance to the industry. 
1) Project Objective 
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This is a short description of the overall objectives necessary to meet the customer’s 
need(s), and answers the questions of what, when and how much (Larson & Gray, 
2014). 
 
2) Deliverables 
Deliverables are tangible or intangible outputs generated from the project, and they 
can be meant for either external and/or internal stakeholders. In early stages it can be 
information, for instance a list of specifications, and later on in the progress of the 
project, it can include the prototype of a product. At this stage, the deliverables of the 
project are defined (Larson & Gray, 2014).  
 
3) Milestones 
Milestones are important events that occur during the lifespan of the project, and are 
used as significant control points. In order to complete the project a milestone 
schedule is prepared based on the deliverables, assigning deadlines for all the major 
segments of work tasks and adjusting according to the end date of the project (Larson 
& Gray, 2014). 
 
4) Technical Requirements 
Many products and services have certain technical requirements necessary for optimal 
performance. This further defines the deliverables and the performance specification 
(Larson & Gray, 2014). 
 
5) Boundaries (constraints) and assumptions 
This point clarifies the boundaries and constraints of the project scope, as well as the 
assumptions and the external factors that may influences the overall project (Larson & 
Gray, 2014).  
 
6) Stakeholder review and approval 
The scope is reviewed with customers, and can include either internal or external 
stakeholders. This is important in order to agree on expectations (Larson & Gray, 
2014). 
Development of the scope should be acollaboration between project managers, project 
team, customers and all other significant stakeholders (Larson & Gray, 2014). 
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Detailed and complete planning involving all parties is necessary to avoid ‘scope 
creep’. Scope creep is the uncontrolled increase of a project’s scope, which would 
require extra time and resources. Furthermore project scope management tools can be 
used in order to avoid this. As part of a scope management plan, after defining the 
scope and outlining deliverables, we need to keep track of the scope and when it 
changes (Larson & Gray, 2014).  
 
Step 2: Project Priorities 
Gray & Larson 2011 describe the three factors that contribute to the  quality and 
success of the a project. They are cost, time and scope and the relationship between 
each of these factors has an effect on the others. Gary & Larson (2010) provide an 
example in which the scope of the project may need to be sacrificed in order to meet a 
deadline that has been moved forward. For the project manager it is important to 
understand these relationships and assign them to a segment of the Project Priority 
Matrix (Figure 4.2, Gray & Larson,. p 107). The project priority matrix serves as a 
tool to prioritise which parts of the project which should be: enhanced, constrained or 
deemed less restricted. How these factors are prioritised and the effects of the 
decisions must be discussed with the customer of the project particularly in cases 
where changes are required once the project is already underway (Gray & Larson, 
2010). 
 
Step 3: WBS 
The Work Breakdown Structure (WBS) provides the project manager with the means 
to verify that all the deliverables identified in the scope are accounted for. It provides 
various scales of granularity, from an overview of the project down to the smallest 
units of work that needs to be carried out to contribute to the completion of the project 
(Gray & Larson, 2010). It is presented in a manner, which addresses the 
aforementioned levels and several layers that lie between them. In order to develop 
the WBS the project managers often start the deliverables identified in the project 
scope and systematically identifying the sub-deliverables within them  (Ibid). The 
smallest deliverables of the WBS are called work packages. The WBS assists the 
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project manager by providing the means to estimate the cost and duration of the 
project as each work package represents tasks with a start and end time that will incur 
a cost and deliver an output. This also provides the means to assess the progress of the 
project (Larson & Gray, 2010). 
 
Step 4: Integrating WBS into the organisation  
This step discusses implementing the WBS into the actual company. Larsson and 
Gray (2010) calls this the organisation breakdown structure (OBS). OBS organises 
who will do what, in other words, which people within the company will be assigned 
to the different work packages.  
 
Network 
Project Networks are constructed by making use of the information gathered in the 
development of the WBS with particular focus on the individual work packages and 
product deliverables. They provide a visual representation of the activities involved in 
the completion of the project. Furthermore, information on the order in which steps 
must occur, and the relationships between the various activities are also visible, in 
addition to how the individual activities rely on each other (Larson & Gray, 2010).  
Although, work packages are defined individually and provide clear information on: 
1) events that mark their commencement and completion, 2) the materials necessary 
for the work package to be carried out successfully, 3) the standard to meet the time 
of completion, and 4) the cost of the entire procedure; they do not provide information 
on their relationship with other work packages in the context of the project and the 
stage and order in which they should occur (Larson & Gray,2010: p.158). The WBS is 
represented as a diagram. The visual nature of the project network also allows one to 
determine important information about the project that would not otherwise be 
obvious on the completion of a WBS. The networks has a critical path. It is critical 
that any delays in activities along the critical path will result in prolonging the 
duration in the entire project. Development of the network provides a foundation for 
allocating resources in the project (Larson & Gray, 2010: pp.157-160). 
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Cost and Time Estimations 
When planning a project it is important to have an idea about the life span of the 
project as well as how much it will cost. Cost and time estimations are pertinent in 
order to avoid going over budget or suffering from insufficient capital. On the other 
hand, if too many resources are allocated to a specific work package, or task, it could 
potentially lead to inefficiency. Time goes hand-in-hand with cost estimations, though 
they are two different factors in the project management tool. One can greatly 
influence the other.  
If there are no estimations made before starting a project there is a greater likelihood 
of overspending or realising that the project has taken much more time than intended. 
Generally these estimations are made for the managers and stakeholders of the 
project. If a start-up enterprise were to go over budget it would be the stakeholders 
paying for the miscalculation (Larson & Gray, 2010). If the project goes over budget, 
or there is no extra financial support then problems could emerge if a project is under 
a strict deadline. Cost and time estimations can help to verify if a decision to 
implement a new idea within the project would be a loss or a gain in consideration to 
the overall operations of the firm (Larson & Gray, 2010). Creating estimates could be 
a key factor in deciding whether or not the project is even worth doing. Although the 
project manager has the ability to create time and cost estimations for the entire 
project, there may be some limitations to this that could create uncertainty within 
these estimations. Those who carry out the tasks from the work packages have the 
necessary experience, which could give input into how long the overall work package 
will cost and how long it would take. 
The project manager must take these larger aspects into consideration, however cost 
and time estimations are needed for the smaller areas of the project such as the work 
packages, as discussed earlier. Another point that demonstrates the importance of this 
managerial tool is that it can be used to determine how well the project is progressing. 
Estimates made before starting a project, could reveal whether or not the project is 
within its planned budget and following its set time line (Larson & Gray, 2010). 
A more identifiable factor that could influence the estimates on time and cost could be 
the employees. If some are not specialised enough in their assigned task this could 
elongate the duration of the project, as well as vice versa. The workers could 
complete the work package before the estimated time. This could have a positive 
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effect on the project through cost savings and completing ahead of schedule, however 
this could call for whole new time and cost estimations being made for the rest of the 
project (Larson & Gray, 2010). 
A project that runs over a longer time span can have more risk and uncertainties, one 
of these being the rapidly changing environment. This is not neglecting that there is 
no risk within projects with a short time line, as all projects contain uncertainties, but 
merely demonstrating that more can happen over a longer period of time (Larson & 
Gray, 2010). 
The final point that will be discussed is the overall culture of the organisation. Some 
firms do not consider making detailed estimates as an important step when 
undertaking a new project. As there are always uncertainties in the external/internal 
environment, this leaves detailed estimations undeniable to change. Whilst this is the 
mindset of some firms, others believe in always starting off with comprehensive cost 
and time estimates, though also believing in environmental uncertainties, these clear-
cut estimation can be changed as the project progresses (Larson & Gray, 2010).   
 
• Top-down versus bottom-up 
Within organisations there are two methods of giving a receiving  information from 
within a firm. The first is top-down. This refers to top management making most 
decisions and communicating those through the vertical chain of command. When 
creating cost and time estimates for the project, these are mainly done by the head of 
the firm, and commands are allocated to the various work packages. Bottom-up is 
basically the opposite, where employees responsible for the different tasks in the 
project are involved in giving their opinions on estimates to the top management. 
Both of these approaches can contain limitations when making approximations of 
time and cost for a project. Combining both top-down and bottom-up practices could 
lead to more reliable estimations, as there is better communication occurring between 
the employees and those in top management (Larson & Gray, 2010). 
 
Risk management processes 
We understand risk as an exposure to danger that can be analysed, evaluated and 
sometimes even averted. Risk can have smaller or larger consequences for the 
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entrepreneur and while some can have positive outcomes the main focus will be on 
the risks that have negative consequences on the project, or in this case the start-up 
company (Larson & Gray, 2010). We will take point of departure from Larson and 
Gray (2010) concerning risk management processes, and use the tools they describe. 
The following processes will be used to aid the start-up to get an overall idea of the 
various risk inherent in their project: 
• Risk identification 
• Risk assessment 
• Risk response development 
 
Risk$identification 
The risk identification stage is where all the possible risks are considered. The project 
manager usually meets with his team and then brainstorms on all the possible risks in 
each phase of the project. It should also be considered if stakeholder, customers, etc. 
should be involved in this process. 
The challenge at this stage is to assess the risk in events rather than objectives. This 
means that the team should think about which events could be affected by the risks 
identified (Larson & Gray, 2010). The purpose with the brainstorm is to get an 
overview of the risk that can affect the entire project rather than a specific phase. 
Once the brainstorming phase has been completed, a detailed search for risks in the 
project plan can be initiated. Larson & Gray (2010) suggest a relevant method that 
can aid the project manager to realise all the different risks in each specific task and 
stage of the project. This is called the risk breakdown structure (ibid) The risk 
breakdown structure or RBS is in many ways similar to the work breakdown 
structure. The main difference is that the RBS assess risks in the work packages.   
$
Risk$assessment 
When all possible risks have been identified, the next stage would be to categorise 
and classify the risks that are either most likely to occur or most severe to the project. 
In order to do this Larson and Gray (2010) suggest using the scenario analysis tool 
(Larson & Gray, 2010: p. 216). The scenario analysis evaluates each risk on its 
probability of occurrence and the severity of the event occurring. It is useful because 
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the manager can assess which events are worth preventing or reduce the impact if the 
risk occurs.  
Risk assessment however is not “fool-proof” for two specific reasons. The first is that 
most of the assessments are based on estimations and normative decision that 
determine whether or not the risk is probable or severe. The second is that these tools 
are only meant as measures, meaning that the real situation can look very differently 
from the hypothetical risk scenario. 
 
Risk$response$!
When all risks have been accounted for and categorised, a risk response plan can be 
made for each of the risks. Depending on the particular risk, the response will vary 
(Larson & Gray, 2010). 
When developing risk responses the project manager can either: Mitigate, avoid, 
transfer,retain, or schedule risks. Mitigating risk means that the project manager either 
reduce the impact of the risk or the possibility of the risk occurring. If the project 
manager estimates that a probability of a risk occurring or the severity would cripple 
the entire project, the project manager can at times choose to plan their way out of the 
event. In addition the project manager can also choose to transfer the risk to external 
sources. These transfers are often integrated in the contract with the external sources. 
If the risk is either low in impact or somewhat possible it is still noteworthy to prepare 
a risk response so the project manager can accept the possibility of the risk and have a 
contingency plan as an alternative,if the particular risk does occur.  
The contingency plan is not part of the initial planning and is only implemented if the 
risk does occur. Some project managers also choose to set a certain amount aside for 
contingency plans in case risks occur. This action is also called scheduling risks, like 
setting aside enough resources for unexpected “guests”. In tandem with cost and time 
planning the project manager will often incorporate funding if contingency plans are 
needed. Contingency funding are often categorised into budget reserves which is 
incorporated in the cost of some of the individual work packages or management 
funds which is an external from the calculated costs and is used in case of unexpected 
large risks occur (ibid). 
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Leadership and team members 
Managing a project involves more than implementing a plan and determining the 
resources required. The process involves interaction of individuals and groups with 
unique characteristics, and in turn managing the relationship between these various 
individuals and groups. Further complexity is introduced when it is considered that 
any number of changes can occur to the project plan as a result in internal or external 
issues. It is the project manager’s task to communicate these changes to parties 
involved with projects and request expedition of tasks from some whilst explaining 
delays to others. Either way changes in the project mean changes in how work is 
conducted and may result in the agitation of various parties. This ability for a manager 
to be able to cope with such issues may not be necessary in a case where the project is 
well defined and all events occur as expected. In those cases where there is a 
probability of issues occurring due to the complexity of the project; it is beneficial for 
the project manager to possess strong leadership qualities or to be complemented by 
an individual who can fill the void if this does not come naturally to the project 
manager (Larson & Gray, 2010). 
These various individuals and groups are typically the stakeholders of the project and 
consist of anyone who is “involved with the project or whose interest may be 
positively or negatively influenced by the project” (Larson & Gray, 2010: p.341). 
Depending on how the project fits into the organisational structure, the level of 
dependency on other parts of the organisation and managers from different 
departments may vary (Larson & Gray, 2010). Any dependencies require the project 
manager to nurture relationships with interested parties. The extent to which 
individuals or groups cooperate with the project manager may depend on the state of 
these relationships (Larson & Gray, 2010). 
 
Leadership$vs$Management 
Within a project there is always a person who can be considered to be a project 
manager. Here we identify the difference between being a manager and a leader for 
the projects that companies undertake. Sometimes if the person is skilful enough they 
have the ability to take on both of the roles. A project manager needs to have the 
ability to keep the project running whilst adapting and making adjustments during the 
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process, and simultaneously maintaining order and stability (Larson & Gray, 2010). 
Larson & Gray (2010) make a clear distinction between the project manager and the 
leader. As the manager must deal with the complexities found within the project, for 
example determine all the changes that must be made, whilst the leadership role helps 
the company deal with these changes. The role of the leader is to have an oversight of 
the entire project, identify the need to take a different direction and makes sure that 
everyone is onboard and motivated with regards to the alterations. These roles are on 
occasions separated as one might have more skills when it comes to organising the 
project, yet cannot oversee the overall project and vise versa. 
 
Managerial concepts 
 
Agile Project Management 
In contrast to traditional project management, where the end product is clearly defined 
and a clear path in order to accomplish the goals of the project have been established, 
agile project management is an alternative approach to the planning and execution of 
projects (Larson & Gray, 2010). This holds true particularly in the case of software 
related projects (Canty, 2015).  
This project management approach refers to agility in; the face of change, the ability 
to deliver within a short period of time, controlling risk through the nature of its short 
iterations and focus on mechanisms to prioritise the quality of the deliverables (ibid). 
As aforementioned agile project management is reliant on short iterations in which 
work is done and is to be completed. The work complete constitutes of a functioning 
product with functional features. At the end of each iteration, stakeholders of the 
project assess the progress of the product and prioritise features that are to be included 
in the next iteration. The advantages of this approach are: a means to verify progress 
in the project through the added features, regular opportunities for stakeholders to 
assess whether the changes contribute to the desired end product and the ability to 
discover issues in their early stages of manifestation. 
In this project a particular agile methodology, Scrum, is put into practice and is 
considered to be one of the main agile methods (Canty, 2015). It substitutes the WBS 
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with features as the smallest units that are delivered (Larson & Gray, 2010). Three 
pillars guide scrum. The first is sharing all information about the project with the 
project stakeholders; the second is to regularly monitor the project in relation to the 
expectations of the end product; and the third is to have ability to make changes if 
change is required (Ibid). Adaptation of Scrum alters the manner in which project 
management in conducted. The role of the Scrum master is to act as a go between for 
those expecting an output from the project (The Product Owner) and those assigned to 
work on the project (The Development Team). Estimation of schedules is agreed upon 
within the Development Team. As suggested by agile project management, there is 
less planning involved than with WBS. Changes are more readily welcomed and a 
dedicated team is assigned to the project (Cobb, 2011). 
Regardless of the appeal of Scrum, it has some limitations. These are: the reliance on 
a highly skilled Development Team to improve chances of success; the development 
teams cannot remain autonomous in their decision making when applying the 
approach to larger projects, and may require additional management. Particularly 
when more than one team is involved and when a hybrid approach with traditional 
project management is required, a conflict may arise in attempting to balance the 
flexibility of Agile PM with the rigidity of traditional project management. 
 
Change management  
A project can be clearly defined and well structured yet may still have to go in a 
different direction than planned. Changes could be required if the project is missing 
deadlines or the quality of the final product is just not up to the expected standard. 
Large alterations within the project could lead to negative impacts on the involved 
parties, however change could also be seen in a positive light (Arain, et al., 2009). 
Ibbs (2002) discusses the change management system, CMS, and the two levels that 
make up this system. Though they mainly only touch upon the first level, which is the 
starting principles that must be taken into consideration during change. For the sake 
of this project, a detailed description of both levels in not relevant, so we will only 
touch upon the main points within the starting principles. These are: (1) promoting a 
balanced change culture (2) recognising the change (3) evaluate change (4) implement 
change (5) continuously improve from lessons learned (Ibbs, et al., 2002: p. 160). It is 
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also discussed that risk management process, which will be discussed later on in this 
chapter, would be beneficial to identify the different changes that could occur. Ibbs et 
al., (2002: p.159) states, “risk analysis can be used to reduce the destructive 
consequences of change, because they give insights and predictions to identify 
possible conflicts”. The main point to take from change management is that the 
project might have to take a different direction at some point in the process. This must 
be handled in an organised manner as to not lose focus of the overall goals laid out 
from the beginning of the planning phase (Arain et al., 2009).  
 
Mechanistic and organic organisational structures 
Burns and Stalker (1994) explored 20 manufacturing firms, to find out how 
technological and market elements affected firms’ structure and management 
processes. They discovered that firms respond to those elements of the environment 
by structuring themselves in two different ways: 
1. Mechanistic - with specialised, functionally differentiated duties; formal 
relationships and methods; central decision-making (decision making at the 
top of the firm); and working behaviour is based on obedience to superiors. 
2. Organic - workers are perceived being on equal level, where the 
communication is based on giving advices and mutual agreements (lateral 
communication). Decisions arrive from the needs of individuals, where their 
tasks are continuously redefined- teamwork. The importance and prestige here 
is put on expertise and professionalism.  
 
Chapter Summary 
As seen, to organise this chapter we have created three sections for the theories and 
frameworks selected for this research project. The three sections help to outline 
firstly, what a project must consider before starting, different concepts used within the 
cases and and lastly the selected management tools. All these selected concepts, 
theories and frameworks mentioned above are considered the most relevant in relation 
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to the 4 cases that were chosen. It is important to have a clear understanding of this 
chapter in order to analyse the issues present within these cases. 
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Empirical Chapter:  
 
Introduction 
In this chapter we will incorporate two sections within each case. The first giving 
information on the actual company, such as what was the business aimed to do? who 
was the CEO, who was involved, etc. The second section will discuss the failure of 
the company, which is seen through the perspective of the people that was 
interviewed in the different cases. Identifying the the core issues within each company 
will be useful in the next chapter, when interpreting our opinion of why the company 
failed with the interpretations listed here.  
 
Nindev  
Nindev AB was an Information Technology company, which was founded in October 
2010 by Bjorn Flintberg in Gothenburg, Sweden. Its goal was to be one of the first 
native mobile application developers, focusing on useful application development for 
other businesses or government departments. The company was initially quite 
successful and had large increases in turnover, but after several difficulties causing 
severe problems with liquidity, they had to file for bankruptcy on the 8th of April 
2013.  
Background on the entrepreneurial project  
The vision was clear: their aim was to become a market-leader within native mobile 
application development, by exploiting a niche before big players moved in, and as an 
exit strategy they hoped to be bought up by a larger corporation (B. Flintberg 2015, 
pers.comm., 15 April). During the IT boom in 1999 Flintberg (ibid) got a job as a 
Business Intelligence Manager in a large IT consulting company called Framfab. 
Through this job he accumulated knowledge of this particular industry. There he 
mainly worked with the IKEA and Volvo accounts, doing business analysis and 
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development for the web. Later he worked as project manager in an E-learning 
language company, and there he was recruited by one of their clients to become head 
of marketing as director, and this company later became publicly listed. However, 
after an accident in 2006 that nearly killed him, Flintberg decided to follow his own 
dream to start his own entrepreneurial venture (ibid). 
Nindev AB initially consisted of 5 people, an all-around guy, two programmers and a 
designer in addition to Flintberg himself, and later the company had grown to a total 
of 45 employees worldwide when they filed for bankruptcy in March 2013 (Genborg, 
2012). Mostly young dynamic ambitious people were hired. The company got their 
first privately owned office November 2011, but by the time they could move in mid-
December it was too small (B. Flintberg 2015, pers.comm., 15 April). After being 
pushed by investors they even opened their own subsidiary office in Sri Lanka with 
25 employees, while also outsourcing work to Estonia, Poland and Ukraine.  
Flintberg (B. Flintberg 2015, pers.comm., 15 April) had a network of associates, 
investors and clients. Many stakeholders had influence on the project, especially 
clients who affected their development. Flintberg as the founding entrepreneur 
initially invested 50,000 SEK and had 100% control of the company. After signing 
their first contract in 2010, which was worth 300,000SEK. The first client, became the 
main investors by investing 600,000SEK in return for 34% shares of the company. 
After issuing additional equity in 2011, this investor invested an additional 1 million 
SEK in return for a total of 43% of the shares after dilution. Employees then had 9% 
and Flintberg retained the rest (ibid).  
This ‘client-investor’ relationship later turned out to be quite problematic when 
Nindev started experiencing problems (B. Flintberg 2015, pers.comm., 15 April). 
Flintberg explained things got critical when projects for this client-investor were 
delayed, which were the “lowest margin projects because they had better rates than 
everybody else” (ibid). This meant that they could go in and ask Nindev to prioritize 
their projects, and that negatively affected other clients by delaying their projects. 
 
Why did the entrepreneurial venture fail 
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In Flintberg’s opinion, they had to file for bankruptcy in 2013 because of their 
inability to effectively oversee and handle the rapid organisational expansion, and due 
to delayed projects causing extra expenses and overtime, this negatively influenced 
liquidity (B. Flintberg 2015, pers.comm., 15 April). Despite hiring 5 project managers 
in April 2012, they had already incurred many costs and spent a lot of extra time 
fixing errors for free in order to maintain their reputation. Meanwhile they had great 
losses with Sri Lanka after opening a subsidiary there because of investors pushing 
them, falsely believing it would help reduce costs. Other causes of failures Flintberg 
(ibid) mentioned were high operational costs due to the large organisational size and 
bad investments (the unsuccessful merger with Fourstream).  He also admitted 
weakness in strategic financial planning (ibid). In 2011 Nindev had a turnover of 6 
million SEK, with a profit of 800,000 SEK. In 2012 the turnover had increased to 
14,5 million SEK, but with a loss of 2 million SEK. In 2013 they went bankrupt 
(ibid). 
 
Handling of entrepreneurial problems and obstacles 
As it was a requirement from the investors, Flintberg (B. Flintberg 2015, pers.comm., 
15 April) had made a business plan using a simple template from Swedish 
government organisation, consisting of 6-8 pages covering basics such as target 
groups, exit strategy, ideas, business model, clients and some risk assessment. 
Flintberg (ibid) and his team assessed the main risks were how quickly other 
competitors could move in to this sector and how quickly clients and customers could 
adapt to new technologies. According to Flintberg (ibid), Nindev did not foresee the 
risk of growing too quickly without enough cash, which would eventually bankrupt 
them. 
In this venture Flintberg (B. Flintberg 2015, pers.comm., 15 April) used simplified 
versions of many traditional management tools. Agile project management was 
implemented during the last 8 months, and Flintberg (ibid) was a self-taught project 
manager, he had joined a few courses but otherwise relied on experience. He wanted 
to keep the company rather informal and avoided too much structural project 
management in the beginning (ibid). 
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As an IT consultancy, Nindev’s core business was to conduct projects for their clients 
and deliver IT solutions mainly in the form of web and mobile applications. Flintberg 
described the process involved for each of these projects as follows (ibid): in the early 
stages of the company when a client requested services from Nindev, Flintberg met 
with them and attempted to establish the client’s actual needs. As Flintberg described, 
“I would basically translate the different needs into tech and say, This is what they 
say they need but this is what they really need and this is how I think we need to build 
it” (ibid). In effect Flintberg established what the requirements of each project were. 
In subsequent communication, Flintberg added that this task was later conducted by 
project managers that the company hired (ibid).  
Once the requirements were communicated to the technical department it would be 
their duty to estimate the time and cost of what was to be delivered. The team would 
also provide justification for any unexpectedly high costs whilst at the same time 
provide alternative solutions to what the client required. Flintberg (B Flintberg 2015, 
pers.comm., 21 May) also described how costs were determined by the initial budget 
provided by the client. The solutions proposed to the client after estimates had been 
made by the technical department, consisted of variations of the clients requirements 
designed to meet budgetary requirements, “without sacrificing scope too much” 
(ibid). 
Once the requirements were agreed upon, the project was broken down into the 
features that would make up the final product. Flintberg expressed that often at this 
stage the features were not broken down into the finest detail and in some of the cases 
features were added once the project was underway; if they had initially been 
overlooked or at the request of the client. In the later stages of the process all 
members of the team assumed part of the responsible for the project, but initially 
decisions were usually enforced by the project manager and a leader of the technical 
department. It is at this stage that time estimates were made. Depending on the size of 
the project at hand, the plan was to complete the project in a series of iterations for 
larger projects, while more sequential approach for smaller projects. As mentioned 
before, each project was assigned a team which consisted of 2 to 12 people depending 
on the size of the project (ibid). 
Setting a series of milestones helped monitor project progress. Flintberg (B Flintberg 
2015, pers.comm., 21 May) expressed how in the early stages of the company not 
enough of these milestones were set and at times the company would “overshoot” 
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them. The Quality manager handled the task of overseeing all the projects. Flintberg 
described him as doing a “great job” (ibid). The Finance manager later on assumed 
this responsibility, when, as Flintberg described, “the COO wasn’t contributing 
much” (ibid). The company used online-based software to assist with monitoring their 
projects. This included Basecamp, a project management tool and Github, an online 
source code repository and developer collaboration tool. 
In a case where it was identified that the project was falling behind schedule, a variety 
of solutions were applied depending on the situation, e.g. development speed could be 
increased by either increasing overtime or increasing staff, or a new deadline was 
negotiated with the client. Flintberberg (ibid) also said that in some cases when the 
resources were not available, the projects would be allowed to fail. 
Flintberg (B Flintberg 2015, pers.comm., 21 May) also acknowledged that poor 
judgement was exercised in some cases when it came to gathering requirements from 
clients. He stated, that “we were so used to working close to several clients we had 
old relations too as employees, and therefore we slacked too much on 
requirements/specification” (ibid). A stakeholder analysis was not carried out for 
every project. Flintberg reflected upon how it was a weakness in the company and 
stated that it was, “another thing that should have been followed up better” (ibid). 
As far as project management was being applied to the projects, Flintberg described it 
as classic Scrum, however, this system was only implemented in the last 8 to 10 
months of the company’s existence (ibid). 
 
Admazely 
 
Background Knowledge 
Peter Schleger was the CEO of the company, Admazely. They built a software 
product that aimed to help online retailers produce better advertisement. From the 
beginning Schlegel saw the apparent need for this type of product in the industry, 
which led Schleger to believe that there was a sure chance of success within the 
company. He had been chief partner before starting the project, as well as a strategy 
officer with prior knowledge in ‘marketing technology space’, which is what gave 
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incentive to the start-up in the first place. With some technical experience Schlegel 
was able to build a rough prototype of the software, though as he is not an engineer he 
needed assistance. David, a Swedish programmer was brought on the project along 
with a Polish girl named Silvia, who assumed the role as a computer scientist. 
According to Schlegel, both were young and inexperienced, however David was a 
talented programmer. Before actually taking an initiative in the start-up, Schlegel 
wanted to see if the product would get positive feedback from potential buyers. He 
presented them a model, which customers seemed interested in and was able to sign 
four customers. He had also talked to people that had already undergone a similar 
project in order to create some assumptions on the success of the product. Apart from 
the three co-founders, investors were also brought on board, which helped pay for 
their salaries and also allowed them to hire four more employees to work on the 
engineering team (P. Schlegel 2015, pers.comm., 13 April).  
 
Why did Admazely fail? 
According to Schlegel there was one main reason to the failure of the project which 
was that the development rate was too slow. This could be linked to the culture of the 
team, “The whole lack of experience around the two core people in the start building, 
in proper meant that we spent a lot of time on a lot of stupid parts of it. We spent a lot 
of time going down a path that ended up being dead ends” (P. Schlegel 2015, 
pers.comm., 13 April). Though there was a sense of inexperience between David and 
Silvia, the other engineers they brought on board had much more knowledge of their 
profession, yet added to this core problem problem, “We ended up over engineering a 
lot of things” (ibid). According to Schlegel this problem was directly linked to the 
role of the CEO. He realised  that there was an underestimation for his role in the 
whole company, and for building a team that could not develop at the speed that was 
needed for a start-up. Schlegel describes that his role is to make sure everyone is 
working towards the same vision, “Your role in all of this is to keep morale high and 
to keep everyone working in the same direction. If you don’t communicate in all these 
things and make them very explicit, then everyone sort of ends up with their own 
interpretations of what we’re doing and why we’re doing them, then it sort of ends up 
running in different directions” (ibid). Though there was a demand in the market for 
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their product, there was competition between them and other companies. This meant 
starting up quickly was important, which Admazely was not able to do.  
 
Jobwalk 
 
Background on the entrepreneurial project  
Thor Angelo is a entrepreneur who has worked with, and founded several start-up 
projects and is currently working on several projects simultaneously. Angelo (T. 
Angelo 2015, pers.comm., 9 April) has 15 years of experience with start-ups and had 
success with some of his projects. Earlier in his career however he had experienced 
working on projects that failed and were later terminated. One of these projects was 
called Jobwalk. The main idea with Jobwalk was that regular people could get a side-
job, where they would take pictures of products in Danish supermarket to create 
internal reports for larger firms like Kellogg’s. The reports were managed and sent 
through a smartphone application that people could easily manage and use to capture 
the pictures needed for the reports. Together with two other associates, Angelo 
managed to get five large clients in the beginning of the project to test the product, 
three of which were Coca Cola, Kellogg’s, and Mars. The initial aim in the business 
plan was to get 5 new clients each month, and a revenue of over 20.000 DKK/month 
with a turnover increase of 100.000 DKK for every year (T. Angelo 2015, 
pers.comm., 9 April). 
 
Why did the entrepreneurial venture ‘Jobwalk’ fail 
Thor Angelo explains that the project had several issues. The first issue was that the 
initial assumptions about the product were wrong. The first assumption was that once 
the app became popular in the circle of larger businesses, the application would sell 
itself. In reality Angelo realised  that although the demand and the satisfaction level of 
the product was good, the product did not automatically sell itself: “…We had to push 
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them and say: “Hey remember us? You know we did something for you last week”, 
and you know and so the business model were not good enough, because you had to, 
kick them to get the jobs” (T. Angelo 2015, pers.comm., 9 April). 
This served as a learning lesson for Angelo, he discovered the hard way that generally 
products are not able to sell themselves, and in this case unless their reports were able 
to either save or earn the customers money, they would not come back for more (T. 
Angelo 2015, pers.comm., 9 April) Another problem according to Angelo was that 
the freelancers, mostly teenagers, would not treat working with the application as a 
regular job and did not have the necessary level of discipline to take the pictures 
needed for high-quality reports (ibid).  
Jobwalk also had internal management problems. Angelo (T. Angelo 2015, 
pers.comm., 9 April) realised  that it is not enough to have a great idea if you do not 
have a great team. Angelo worked as the CEO for the company implementing this 
project, while he had one sales guy and a programmer to manage the app, but in 
reality they were lacking crucial skills to execute some of the tasks in the 
business.  As the CEO Angelo tried to manage his team members and compensate for 
some of the missing skills, but failed to maintain the level of skills and ambition 
required to run the business successfully. “…I gave them the space but, I just found 
out that they were not good enough” (ibid). 
In the end it was a combination of several issues and estimations that forced Thor 
Angelo to terminate the project. In his opinion there were problems with the product 
since it did not sell itself and issues with delivering and creating reports, because of 
the unreliable freelancers. These factors consequently meant the downfall of Jobwalk 
(T. Angelo 2015, pers.comm., 9 April). 
 
Handling of entrepreneurial problems and obstacles 
Angelo (T. Angelo 2015, pers.comm., 9 April) believes in the principles of intuition, 
effectuation and “learning by doing”. He adopted a business framework called “lean 
start-up” (Ries, n.d.). Angelo has mostly used this framework to determine whether 
projects could “fly or not”. This means that if the product is not self sustainable, 
which means, capable of attracting clients on its own, it is not worth pursuing.
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Thus when the project was starting to go haywire, Angelo used a combination of 
intuition and the Lean business tool to come to the conclusion that the project had to 
be cancelled.  
 
Innovateers 
 
Background on the entrepreneurial project  
Innovateers was a creative community that wanted to come up with different 
innovative ideas to be implemented throughout different industries. The goal was to 
become an independent and self-sufficient community, which could lift itself up with 
each other’s help. All the individuals together could have the ability to help each other 
in growing through their different skill sets. The goal was not economical, but to 
‘save the world’ and conquer it with creativity. 
The community idea arose right before January 2010, when a backpacking hostel 
owner left Denmark and offered Jacob Vahr Svenningsen and his “friends” the task to 
manage his backpacking business while he was gone. “You can have my house and 
you can do it from here. You would just have to run a backpacking hostel on the side 
and you could use the backpacking hostel facilities to do your thing.” (J. Svenningsen 
2015, per.comm., 14 April). The main responsibilities were maintaining the business 
(cleaning and cooking duties, attracting backpackers/clients and paying expenses 
from their income). At this point, Jacob came up with an idea that all incoming 
backpackers could join together and establish a community that supports each other. 
E.g. those backpackers who were good at cooking- cooked for everyone else, while 
not paying money for the food expenses themselves; and in the evenings everybody 
would come together, talk and think of useful things/ideas the world needs. 
Svenningsen was the initial founder of the community, who acted based on his 
personal need for self-development. He attracted between 10-20 people, who joined 
the community. He was 30 years old, with no higher education and no previous 
business experience. Some community members had formal higher education in 
engineering and environmental studies, and others had no higher education or 
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previous business experience. The community then existed until May 2010, when the 
hostel owner returned. 
 
Why did the company fail? 
At the time when the hostel owner left, “[..]had a deficit of, I don’t know, 50000DKK 
before going into winter and he invested in going to South Africa…” (J. Svenningsen 
2015, per.comm., 14 April), which during the 4 month period was mostly covered by 
Svennigsen. He invested his own money (40000DKK) in the hostel, while leaving the 
community without the necessary funding for sustaining and/or developing the itself. 
Innovateers as a community within the backpacking hostel were founded during low 
tourism season (winter), which meant that demand for hostel services was very low. 
Hence the hostel management was not able to attract enough customers to generate 
revenue. 
The community had a lack of business knowledge (“..we didn’t have anyone with a 
business background.” (J. Svenningsen 2015, per.comm., 14 April)) and general 
understanding of management. Thus they were not able to sustain neither the 
backpacking business nor themselves. As they lacked know-how skills they did not 
plan or execute any activities to bring money to the hostel, nor set deliverable short-
term objectives regarding the commercialisation of the innovations they came up 
with.  Since the community was not organised in such a manner to produce any 
commercial outcome, and had no set team-roles or distinct leadership, its meeting 
were ineffective and often resulted in disputes. This in turn created lack of trust 
between the members and resulted further in community’s collapse:  
“Everything was a big fiasco.” (ibid). 
The hostel owner returned in the start of high season and could not understand the 
financial problems the community faced. He then fired the Jacob and “his” 
community due to the financial losses. 
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Analysis chapter 
 
Introduction 
In this chapter we have divided each of the cases into 3 sections. 
The first  section we will analyse and interpret the transcription of the case about the 
project called Admazely and code the data into meaningful themes. These themes will 
be described separately.  Subsequently we will explain the links between the themes 
and how these themes point towards larger underlying issues in the business. In the 
last section of each case we will determine which project management tools which 
could potentially have been of aid in the company. Each of the cases are followed up 
by a conclusion. Lastly we will sum up the findings in a chapter conclusion. 
 
Bjorn Flintberg Nindev 
In this analysis we investigate two levels in terms of project management, the 
entrepreneurial venture Nindev as a startup project and Nindev’s own IT projects. 
 
 
Section 1:  Describing the issues and categorising into themes 
 
How$rapid$growth$affected$the$company$$!
In this case, slow growth was not an issue as Flintberg (B. Flintberg 2015, 
pers.comm., 15 April) explained that the company expanded by hiring more 
employees in the Swedish office, while outsourcing technical development work to 
Eastern European countries and opening a subsidiary office in Sri Lanka. Prior to 
starting the business, a simplified risk assessment had been conducted in the business 
plan as well as the opportunity analysis, but the risk that actually led to the company’s 
eventual failure was overlooked, as the founder of the company described, “it went 
too well and we grew too fast” (ibid.). According to Flintberg (ibid.), the steep growth 
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rate could be seen as the perfect growth development, however there was lack of 
funds to sustain the operational costs and to maintain positive cash flow; “..You can 
say that we grew too fast but you could also say that we had the perfect growth here 
we just didn't have enough cash.” (ibid.). During the first year, Flintberg alone was in 
charge of project management and sales, which turned out to be an excessive 
workload for a person. By February 2012, he was responsible for managing the 
employees both in Sri Lanka and Sweden, general management and sales.  
He also appointed  a CEO assistant, a Chief Technical Officer, a finance assistant, a 
dedicated Sri Lanka manager and a sales manager with a team of five salespeople. 
Unfortunately, the new team failed to increase the sales volume, and ended up being 
fired after six months(B. Flintberg 2015, pers.comm., 15 April). Effectively building 
the right sales team in a structured way, aligned with the company strategy, is crucial 
for success (Cespedes, 2014. ) In relation to the aforementioned statement, 
Flintberg  brought up another issue where he states“It was challenging to meet the 
deadlines when we had more orders than we could handle” (B. Flintberg 2015, 
pers.comm., 15 April). In this case, Flintberg did not structure the organisation in a 
manner that facilitated the rapid growth of the organisation. Additionally he assumed 
the responsibility of many roles. This possibly led to him ineffectively handling the 
tasks related to the various roles.  
 
Costs$!
Flintberg (B. Flintberg 2015, pers.comm., 15 April) mentioned several issues 
concerning the additional costs: hiring the new sales team that did not effectively 
contribute to the company’s profitability and termination of their employment after 
six months. Secondly, Flintberg’s decision that Nindev would spend additional time 
to fix errors found in completed projects for free in order to maintain their reputation 
and good client relations. However, when the repair was completed, Nindev could not 
compensate for the losses they had experienced. It was due to the time and money 
spent during the entire process and the high operational burn rate based on the size of 
the organisation. Flintberg (B. Flintberg 2015, pers.comm., 15 April) claimed that all 
these expenses had cost them a lot of money with declining income flow; creating 
major losses for Nindev. As he states “That cost us money,... so that certain parts 
became losses. ...We sorted it out eventually. But by then we already lost so much 
Julia Celine Rønne Kuhn: 52323 Edgars Beierbahs: 55023 Olav S. Søvik: 52654 Ernest C. Jumbe: 
52962 Josephine Giersing: 52966 Business Administration Roskilde University 4th semester 2015  
! 42!
money that it was very challenging for the sales to catch up to compensate for that 
loss when we had such a high burn rate” (B. Flintberg 2015, pers.comm., 15 April). 
Flintberg (ibid.) approved any amount of salary requested by the five newly hired 
project managers though he acknowledged the increase of additional costs as a 
consequence. The reason was simply because Nindev was in chaos, and Flintberg told 
them during the first briefing that everyone gets the salary they asked for;  "...Because 
we're going to war"  (ibid.). 
The company took measures to address issues it was facing with projects by hiring 
five project managers in April 2012 (ibid). Consequently, one project manager turned 
out to be incompetent, one performed adequately and the others were professionals 
(ibid.). In our opinion, another additional cost factor could have been incurred during 
the sub-quality production in Sri Lanka. Flintberg (ibid.) stated that fixing all the 
quality problems had cost them extra time and money, and in addition a lot of money 
was needed for regular operational expenses due of the size of the organisation (ibid.). 
Here, the linkage between steep organisational growth and the additional operational 
expenses is evident. Moreover, Flintberg (ibid.) states that he was very “light” in his 
financial knowledge, to combine with his lack of financial management skills seemed 
to lead to the issues of running out of capital and experiencing cash flow crunches. 
This is further supported by the fact that Nindev had a lot of outstanding trade 
receivables from giving credit to regular clients of IT projects (ibid). In our opinion, 
the business expansion required more funds and efficient financial management, and 
due to the lack of  these key elements Nindev ended up with serious cash flow 
problems. More specifically; there was a risk of the company operating at a loss when 
more money was flowing out of the enterprise than coming in. 
In cases where projects had fallen behind schedule, the company confronted the 
problem with two solutions in regards to additional cost at the expense of the 
company. Flintberg (B. Flintberg 2015, pers.comm., 21 May) described how the 
company would either hire additional labour or increase overtime hours in order to get 
back on schedule to meet the deadlines that had been agreed  with clients. 
 
Outsourcing$and$International$Office$!
According to Flintberg, the outsourcing to Estonia, Poland and Ukraine did not 
introduce any major problems, except for the Polish team whose end results were 
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riddled with errors which meant they needed more monitoring (B. Flintberg 2015, 
pers.comm., 15 April). The opening of a subsidiary office in Sri Lanka by the 
company, however, led to different issues. As stated by Flintberg, the Sri Lankans 
“were horribly hard to integrate” (ibid.), thus forcing Nindev to relocate some of its 
staff  to provide assistance. Flintberg had spent a lot of time instructing the Swedish 
team on how to help the Sri Lankan team in regards to the operational 
efficiency  (ibid.). Flintberg (ibid.) also states that the decision to expand the 
operation to Sri Lanka was strongly encouraged by the investors in a bid to take 
advantage of the country’s low labour costs. Unfortunately, the trade off was a 
compromise in quality due to a low level of skill. In our opinion, using additional 
resources to facilitate the slow organisational integration of overseas teams and 
spending additional time bringing the end product up to a proper standard, led to 
additional expenses. 
 
Steep$growth$requires$organisational$restructuring$in$time$!
In our view, it seems that new projects were taken on very quickly without assessing 
strategic alignment. The product quality problems resulting from the difficulties in 
handling the outsourcing and organisational integration across continents; and 
additionally the dual ‘client-investor’ pushing for their low-margin projects to be 
prioritized, led to further delays and missed deadlines. The organisation grew in size, 
and the investors were pushing for expansion, and convinced that having cheaper 
production work would help them to reduce costs. Flintberg and the management 
team were feeling overwhelmed with the workload while experiencing a steep growth 
beyond what the company’s current management and structure could effectively 
handle (B. Flintberg 2015, pers.comm., 15 April). Based on this, in our view, 
implementing the necessary organisational changes by responding to growth too late 
and due to limited funding and problems with liquidity, eventually caused the 
downfall of the company. 
 
Priority$client$!
Flintberg (B. Flintberg 2015, pers.comm., 15 April) said that Nindev was prioritizing 
their main investor, who was also their client. He explained that the ‘client-investor’ 
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had the power to demand Nindev to prioritize their projects first; “One second we 
were partners and the next second we were just supplier and were supposed to do 
what they wanted” (ibid.). As this had an impact on their other clients, we believe that 
this would have led to deadlines being met even later, thus costing the company more 
and more money. As Flintberg narrated “...A lot of other clients were suffering, but we 
had to do their [client-investor] projects, which are also the lowest margin projects 
because they have better rates than everybody else..” (ibid.). Even if the investors had 
saved the company a couple of times, they were also contributing to the losses that 
Nindev experienced. 
 
Powerful$stakeholder$!
Flintberg talked about the amount of shares and control over the company given to 
this stakeholder, the “client plus investor” and explained he would have given them a 
smaller share today if only he had not been influenced (B. Flintberg 2015, 
pers.comm., 15 April). In the first round of investment, they were given 34% of the 
shares after investing 600,000 SEK. After the second round of financing by investing 
another million SEK, additional equity was issued. The stakeholder ended up with 
43% of the company shares. With such a large percentage of shares owned by one 
stakeholder, it had given them a great deal of power and influence over the company. 
For instance when discussing the subsidiary office in Sri Lanka, Flintberg (ibid.) 
asserted that he should have avoided opening an office there, and instead outsourced 
the operations, but this powerful stakeholder pushed for it; falsely believing the 
expansion could make their project work cheaper by the hour (ibid). Nindev had great 
difficulties integrating the Sri Lankan team, and ultimately causing serious problems 
since the quality of their end-products was unacceptable. With a key stakeholder 
holding a major share ownership, Nindev was easily influenced. In this case the 
stakeholder was able to push Nindev into making a bad decision in terms of 
investment and poor selection on operational location in regards to the opening in Sri 
Lanka.  
 
Organisational$Structure$and$organisational$development$!
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Based on the written communication with Flintberg on the 21th of May, 2015 and the 
chart of development of the organisational structure (B. Flintberg 2015, pers.comm., 
20 April), we can see that Nindev had an organic structure all through 2011 (Hatch, 
2006). As it is usual for entrepreneurial ventures in the early stages, during the first 
part of 2011 the organisation was consisted of Flintberg as the founder and his initial 
team (B. Flintberg 2015, pers.comm., 20 May). By September 2011 he hired a 
marketing manager, a lead technical production manager, a quality manager and a 
quality team (ibid). Later in February 2012 Nindev expanded with a personal assistant 
for Flintberg, in addition to a new position as Chief Technical Officer in charge of an 
application team, a web team and a design team (ibid). In the same period Flintberg 
also hired a financial manager, a dedicated manager for Sri Lanka, as well as a sales 
manager with a team of five sales people (ibid). Despite growing and becoming more 
mechanistic by hiring many new managers, Nindev retained  its flat structure. By 
April 2012 things were getting critical, and Nindev hired five project managers and 
fired the Chief Technical Officer (ibid). By October 2012 the sales team was 
restructured and Flintberg hired a Chief Operation Officer to oversee all the projects, 
their managers and development, design and quality teams (ibid). By this time Nindev 
had developed into a more traditional hierarchical structure where Flintberg was only 
in direct line above four managers. At the bankruptcy in April 2013, Nindev had a 
total of 45 employees (B. Flintberg 2015, pers.comm., 13 May).  
Flintberg (B. Flintberg 2015, pers.comm., 15 April) explained that he believed most 
startups would benefit from an informal networking structure and that a more 
formalized structure is only necessary when the organisation grows beyond a certain 
size and the founding team can no longer oversee all operations. He explained that 
Nindev did not have a traditional company set-up during the first year but relied on a 
very informal structure because he had hired mostly young people and did not want to 
overwhelm them with formal and rigid traditional structures (ibid.). In our view this 
could have proven to be problematic as the organization was growing quickly, and 
they had reached around 20 employees by the end of 2011. In comparison between 
Nindev and Stokes and Wilson’s situation (2006) using the Composite Model of the 
Five Stages of Small Business Growth, it seems they had reached to the critical third 
stage of “Growth or Decline” already by Spring 2012, the stage which often occurs 
during the second year.  At this point growth has become “straining” on the current 
structure, and it is crucial to restructure the organisation into more functionally 
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organized and delegate responsibility to more non-owner managers (Stokes & Wilson, 
2010). 
These themes are not meant to be interpreted individually as they are interdependent 
and should always be understood in a larger context.  
 
Analyzing the connections between the themes and identifying underlying 
problems 
The themes described in the earlier section are discussed here in relation to their 
interaction with each other, and how they relate to the underlying problems that may 
have contributed to the failure and bankruptcy of Nindev in April 2013. The general 
problems with cost and time management as well as the inability to handle the rapid 
growth and expansion are all possibly in some ways related to poor management and 
problems with implementing the necessary organisational structure in time. We 
believe that all the time, quality and costs issues experienced with outsourcing and 
opening the overseas subsidiary are related to the problems with management and 
organisational structure. Especially in terms of building high-performance teams and 
challenges in managing project teams overseas. In our opinion, the issues with the 
powerful stakeholder acting as both an investor and a priority client are related to 
problems with leadership and strategic management in terms of planning and handling 
stakeholder dependencies.  
Time management and costs are closely related, because working hours cost money in 
terms of wages, rents and all other costs. In Nindev we can see how high operational 
costs in this eventually large organisation became overwhelming. Even after the 
second round of financing, when the main investor decided to invest another million 
SEK in addition to the 600,000 SEK, as Flintberg   put it “..is still not that much 
money when have 15-20 employees. You burn through that in 2 months"(B. Flintberg 
2015, pers.comm., 15 April). So clearly the organization had expanded rapidly with 
many employees and several offices that a substantial amount of money was crucial to 
ensure the operation is sustainable. When problems arose in the form of delayed 
projects, and missed sales, this became detrimental to Nindev. In our view most of the 
delays could have been related to inadequate project management strategies, such as 
lack of accurate estimation techniques (ibid); poor decision making of the 
organisational planning and human resource management especially with the overseas 
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operations; and poor financial management and decisions that we have discussed 
earlier in this text. In addition, the quality issues by the overseas teams and Nindev’s 
decision to fix errors for free took both extra time and cost money because of lacking 
proper change management procedures and agreements. Since with change 
management systems, project leaders can plan and controls changes/risks (Larson and 
Gray, 2010). So in sum all these factors created a situation where repeatedly incurring 
costs made total costs outgrow total profits. Thus the company became very fragile 
and eventually experienced a cash flow crunch. 
Further on, entrepreneurial management tools are necessary for creating growth and 
firm wealth (Ireland et.al., 2001). Flintberg (B. Flintberg 2015, pers.comm., 15 April) 
explained that Nindev issued all their clients between 30-60 days of credit, and they 
had between 3 and 4 milestones for payments in relation to project progress. In our 
opinion, the underlying problem here could be the lack of skilled project and financial 
management, which deals with both: steep growth and the related increases in 
operational expenses. These in addition to outstanding trade receivables, caused costs 
to outgrow profits even more. This negatively affected liquidity and caused problems 
with cash flows, so that Nindev was no longer able to deal with all their current and 
noncurrent liabilities. 
The problem with the sales team that was hired in April 2012 and failed to deliver in 
accordance to Flintberg’s expectations (B. Flintberg 2015, pers.comm., 15 April), 
occurred during the time when costs had started spiraling out of control. Hence, the 
shortcomings in the process of selecting and hiring the right people for the job, could 
have been due to hasty decisions or insufficient strategy planning as Nindev was 
under the pressure. Nindev’s management and leadership, thus, could have possibly 
failed in transforming the recruited sales associates into a high-performance project 
sales team; and Nindev could have had false expectations of what had to be 
strategically done first, in order to resolve the issues. 
In our view it seems that Nindev appeared to have problems managing stakeholder 
dependencies especially in relation to the investor who acted both as a powerful 
stakeholder and priority client. It obviously became difficult to manage the 
relationship when this stakeholder acted simultaneously as both a customer and as an 
owner being on the executive board of directors. Meaning they had full insight into all 
the financial data of the enterprise, and because of holding 34% of the shares in the 
first round and 43% in the second, hence having a powerful influence over Nindev. 
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They were able to request the lowest possible rates for their own projects and push for 
prioritizing them over other customers, who had signed for higher margin projects. 
We can classify this as a “sacred cow”, meaning a project selection that is not based 
on facts, but chosen because a powerful official is advocating it and persuading for its 
selection (Larson and Gray, 2014: p 33). This was a difficult situation for Flintberg 
and Nindev, but it could have been difficult for the company in the start-up phase to 
take off with rapid growth in the same way without this investor and client.  
Later in the course of time, however, when Nindev started having difficulties, their 
pervasiveness seemed to create further problems for the company. We believe, like 
Flintberg  (B. Flintberg 2015, pers.comm., 15 April) himself also mentioned, that he 
should have lobbied more for the value of his own efforts and sweat equity, thus 
leaving them with a smaller share from the start by. We also believe that more 
advanced leadership and management skills could have helped Flintberg and Nindev 
to handle this situation differently. Meaning, that if Flintberg would have convinced 
the investors to step back a bit in relation to their demands, they could all benefit by 
keeping the company alive. As well as Larson and Gray (2014) explains, managing 
upward relations are crucial for project success. It must be supported by mutual 
cooperation and clear communication about the needs for appropriate budgets and 
funding, including how to deal with uncertainty and unexpected needs. Flintberg 
needed to prove loyalty to these owners and key stakeholders, and through a stronger 
leadership could perhaps have been able to more effectively argue for his own 
perspective. 
Outsourcing is a strategic decision and refers to transferring of business functions, 
operations and processes to other companies, often abroad (Larson & Gray, 2014: p. 
419). Nindev outsourced a lot of technical work to external teams in Poland, Estonia 
and Ukraine. On the most part it went smoothly, except for some problems mentioned 
in the previous sections about the Polish team. In our view it seems it was more of a 
poor investment decision and “bad operations location decision” to open the 
subsidiary office in Sri Lanka with 20 employees (Slack, Chambers & Johnston, 
2007). This was a bad decision for several reasons, especially because of the 
enormous cultural differences and subsequent problems managing this overseas 
virtual team (Larson & Gray, 2014). And as Larson and Gray (2014) explains, 
cultural differences need to be recognized early and procedures of planning and 
communication about roles, requirements and procedures must be crystal clear. 
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Especially thoroughly defining the scope is of utmost importance when outsourcing 
parts of a project or opening a subsidiary overseas.  A virtual team is an international 
team in various global locations, where communication is done virtually through 
Skype, phone, email, etc. (Larson & Gray, 2014). So it seems that all these problems 
with managing outsourcing and virtual teams could be seen as being related to 
weaknesses both in the setup of the organisational planning/management, as well as in 
leadership. Improvements in either of these areas could possibly had offset some of 
the problems Nindev experienced with their overseas operations. 
According to Flintberg (B. Flintberg 2015, pers.comm., 15 April), Nindev initially 
had an informal organisational structure and culture. Flintberg, however, when 
reflecting upon Nindev (ibid) said that he believed a stronger structure earlier on in 
the growth process could have helped solving some of the difficulties they 
encountered; “...possibly a stronger system or structure earlier on could have 
prevented, or at least made it possible to cut costs quicker for instance and respond 
faster rather than try to solve things operationally...” (ibid). In our view we agree 
with this, since according to Management Systems (2012) when an organization 
expands and reaches a larger size with their service being more than $300,000, 
resource and operational system development is of critical importance. Thus, a clear 
operational structure with well-defined roles is necessary to keep the company 
operating effectively.  
If we assess Nindev based on the Project Management Maturity Model (Larson & 
Gray, 2014), we can see that in the beginning they were at level one and used Project 
Management tools only ad hoc. Whereas during 2012, they started formally 
implementing more of the tools and entered the second level. After almost 1.5 years 
of operation (April 2012) they started using a project review process and hired five 
project managers. They started monitoring the progress of each IT project assessing 
milestones using Basecamp and Github (B. Flintberg 2015, pers.comm., 21 May). A 
few months later, in October 2012, they attempted to institutionalize project 
management procedures and hired a Chief Operating Officer to oversee all operations 
and projects (ibid). When they approached the third level of institutionalization in 
October 2012, they had Operations department, Sales and marketing department, Sri 
Lanka department and a small finance department (B. Flintberg 2015, pers.comm., 20 
May) . However, in our view then it was already too late for sales to catch up with the 
large amount of expenses and create a positive cash flow. 
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Therefore, the slow implementation of formalizing project management procedures 
and making the necessary changes in the organisational structure appear to be one of 
the main reasons why Nindev was unable to handle the steep growth and incurred so 
many extra costs without generating the necessary profits. So we identify problems 
with implementing the necessary project both oversight and execution procedures, 
and the structural changes to effectively handle the rapid growth and expansion. 
 
What project management tools could have been used to possibly avoid 
these situations 
In this case we can talk about there being two layers in this analysis, where one layer 
is Nindev as an entrepreneurial venture project, and second layer is Nindev’s core 
function of carrying out IT projects for its clients. As mentioned above we see an 
issue with time and costs, in relation to IT projects going over budget and deadlines 
being missed on many projects. Better scope and change management as well as more 
detailed planning of work packages using work breakdown structures with accurate 
time and cost estimations, could have helped resolve this. We suggest implementing 
steps of defining project, scope, creating WBS, network etc. for both optimizing 
Nindev as a Startup project and their IT projects. 
 
Scope$$$!
We can talk about the scope of the Nindev entrepreneurial startup venture or for 
defining their IT projects. Nindev could have benefited from having a clearer scope, 
both on the startup project and for the IT projects they did for their clients. During 
project definition they could have defined scope; with project objectives, deliverables, 
milestones, technical requirements, boundaries, stakeholder review and approval; 
which could serve for their development of both IT projects and their entrepreneurial 
venture. In terms of the startup venture, Nindev could  have more clearly defined 
goals and milestones in terms of the level of development they wanted to reach within 
a certain timeframe. As well, the scope could outline the assumptions and limitations 
regarding the outsourcing and doing operations overseas.  
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Flintberg (B. Flintberg 2015, pers.comm., 15 April) also mentions that he had trouble 
with some of the customers who were unsatisfied with the limitations of their product. 
If Flintberg had made a clearly and accurately defined scope for the IT projects he 
would be able to more accurately predict time and costs of the projects before they 
began. They could have used scope and change management to deal with changes in a 
systematic manner. For instance in the case Flintberg (ibid) described a scenario 
where one of his customers would come back and ask why the product was not 
compatible with a new technology. In this case Flintberg could review the agreed plan 
for the product prior to the start and tell the customer exactly what the product would 
entail and what it would not, and use change management to reassess the costs. 
However, it must be noted that changes in requirements are likely in IT projects 
(Canty, 2015). As clear as the deliverables could be defined for each project it may 
have been more beneficial for the company to adopt an agile methodology of project 
management earlier than it did. The Scrum method that was later adopted could have 
been helpful to manage situations in which changes occurred as it embraces changes 
in the requirements and features of IT projects (Cobb, 2011). Essentially the scope 
and change management could potentially aid Flintberg keep his deadlines with his 
customers and disclaim features that cannot be met within the set deadline. This 
would hypothetically lead to greater customer satisfaction and less pressure on 
Nindev (Larson & Gray, 2010).  
 
Work$Breakdown$Structure$!
One of the core problems with Nindev was that the company grew very quickly, 
further beyond the capacity of the current management approaches and organisational 
structure, so the company had large increases in sales that could not be met in 
consideration to time and required quality.  
Growing in size with complications such as low quality products and an 
overwhelming amount of workload led to the company not being able to keep up with 
the demand and that resulted in severe delays. Flintberg underestimated the workload 
of being both sales and project manager, which could have been avoided by planning 
resource available and decide upon if more employees should have been hired. This 
could have saved the company money and time. So in this sense, the WBS could be 
used to plan type and amount of resources needed to keep the company functioning.  
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According to Flintberg (B. Flintberg 2015, pers.comm., 15 April), as well as in our 
opinion, costs increasing more than profits was deemed as one of the most critical 
issues that led to Nindev’s collapse. Creating time and cost estimations with the use of 
WBS helps determining the duration and cost of each IT project (Larson & Gray, 
2010). As Flintberg (B. Flintberg 2015, pers.comm., 15 April) was not very 
experienced with the deeper side of the financials this could be seen as a further 
limitation. Clear budgets for the employees and activities would have been beneficial. 
It seemed that money was lost in the Sri Lankan office; in the hiring of the new sales 
team, their possible incompetencies and a lack of a strategy imposed on them. Even 
with cost and time estimations these two factors led to using more money than 
intended, and having to deal with the unexpected issues of low quality products being 
produced. As discussed earlier in the project, cost can be linked to the employees, and 
we can see this through the Polish and Sri Lankan offices. The work was not done 
adequately leading to missed deadlines, thus adding extra costs and time to the 
production. Flintberg could have made more detailed bottom-up estimations in order 
to have guidelines about how long each activity could take, and how much money 
would be spent on specific areas of the projects. Though this is the case, if risk 
assessment and PEST analyses concerning employees abroad and the international 
offices was integrated within these estimations, the company could have been more 
prepared for the challenges presented. Nindev could have benefited from more risk 
assessment with SWOT (strength, weaknesses, opportunities and threats) analysis for 
the entrepreneurial venture project, and for their outsourcing projects and 
investments. Determining from the start whether they would outsource or open an 
international office would be an important step in the planning process. 
In the IT projects that Nindev carried out for its clients a WBS was developed with 
the work packages taking the form of features of the proposed IT solutions. Flinberg 
(B Flintberg 2015, pers.comm., 21 May) admitted that converting the requirements 
that had been gathered into features was not always done effectively. This could have 
been a result of a lack objectivity when dealing with clients with which personal 
relationships with the company and its employees (ibid.) A comprehensive WBS is 
important to the project as it informs the cost and duration of the project. However, it 
is dependant on well defined deliverables from the scope (Larson & Gray, 2011). 
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Scheduling$and$estimations$!
The most common mistake in IT projects, according to a meta-retrospective of 99 IT 
projects by Nelson (2007), is the lack of proper scheduling and adequate cost/time 
estimation. Detailed scheduling is one of the most important tools that Nindev could 
have used because they had many problems with delayed projects and projects going 
over budget. There were various reasons for these issues, but a more detailed and 
thorough process of scheduling, using a Work Breakdown Structure and with more 
accurate bottom-up time and cost estimations, could have benefited the projects in 
terms of planning and control. We suggest using a hybrid method of phase estimating, 
which is often done for IT projects, where the initial planning uses top-down 
estimates, while the estimates are refined during the implementation of the project by 
using more detailed bottom-up estimates (Larson & Gray, 2014). Therefore, during 
the initial stages of planning, Flintberg and his associates could have used top-down 
estimates such as Apportion method or Function Point method for Software Projects, 
as well as learning curves (ibid). And in order to develop high-quality estimates and 
being able to keep them during the process, it is necessary to include the members of 
the project team in the planning stage, and the manager must make sure they are all 
motivated in keeping to these estimates (ibid).  As Larson and Gray (2014) suggest, 
detailed estimates for budgeting, scheduling and resource requirements should be 
prepared using bottom-up techniques assessing each work package individually.  
 
Recruitment$and$management$!
In order to build a ‘high-performance team’ it is necessary to recruit the right people, 
establish a common team identity and a shared vision of the future and what needs to 
be accomplished, and in addition it must be underpinned by a motivating reward 
system (Larson & Gray, 2014). 
It is unlikely that all of these problems with managing the team in Sri Lanka could 
have been offset by focusing on more ‘extensive training and team-building’ and 
breaking down cultural barriers of communication (Larson & Gray, 2014). When they 
failed managing the Sri Lankans as a virtual team, Flintberg himself went down there 
several times and also sent a competent development manager from Sweden who 
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stayed for months to oversee the operation (B. Flintberg 2015, pers.comm., 17 May). 
This created additional costs. 
Our analysis identified problems with lack of project portfolio management and 
organisational structures to deal with the size of the organisation and number of 
projects. We believe they could have, earlier on in their development process, 
implemented procedures of project oversight and restructured to a projectized 
organisational structure. In accordance with Larson and Gray (2014), we believe that 
Nindev could have benefited from adopting a projectized organisational structure 
because according to the literature, this structure is ideal for a company like Nindev 
that is completely dedicated to running many different projects simultaneously 
primarily for external clients. As mentioned by Larson and Gray (2014) a more 
structured approach on how to run projects becomes increasingly necessary when the 
organisation grows in size as Nindev did. An organisation using this structure has 
several dedicated project teams working as separate quasi-autonomous units (Larson 
& Gray, 2014), Nindev was using the agile (iterative) approach during the final eight-
ten months before the bankruptcy (B. Flintberg 2015, pers.comm., 15 April). This 
projectized organisational structure is very useful for agile success according to 
Larson and Gray (2014). The main downside of this approach is that it requires the 
hiring of several competent project managers, and this can be expensive (Larson & 
Gray, 2014). Nindev did try to adopt this structure during the late Spring of 2012, but 
then it was too late, by then the accumulated costs threatened their existence; they 
were reactive instead of proactive. 
 
Project$oversight$and$project$portfolio$management$!
We have identified problems with organisational politics in terms of project selection 
and stakeholder influences. And since Nindev was a project-based enterprise from the 
start, they could have implemented portfolio project management which is a 
management approach that integrates projects with the organisation's strategic 
alignment, priorities and allocation of resources (Larson & Gray, 2014). With this 
approach a phase gate review process is used to properly monitor the development of 
each project and with a project priority selection model which entails only choosing 
the projects that best support the company’s long term strategic goals and 
development (Larson & Gray, 2014). In practice Nindev did not implement a review 
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process for their IT projects until almost two years after the company was founded (B. 
Flintberg 2015, pers.comm., 15 April). This oversight process occurs at two levels, at 
the organisational level and at the project level. With this system firmly in place, it 
could possibly avoid the client-investor being able to push for their projects being 
prioritized, and it could have Nindev focus on the projects that were most likely to 
succeed and bring in profits. 
Using Stokes and Wilson’s Composite Model of Small Business Growth (2006), we 
can see that by Spring 2012 Nindev had reached the third stage, called “Growth or 
decline” where the key issues are how to continue growing steadily and how to 
finance that expansion. Similarly as we can see with the Nindev case, this corresponds 
of the fourth stage called “Take-off” in Lewis and Churchill (1983) model that the 
composite model is built on, which highlight that this is a stage of critical importance 
in a startup company’s life before nearing maturity, and the most crucial aspects of 
this stage includes managing finances and successfully delegating work and 
responsibility. Financial management is extremely important because in this phase 
cash flow must be closely monitored, proper expense control must be implemented 
and any plans of new investments should be extremely carefully evaluated (Lewis & 
Churchill, 1983). These aspects mirror the problems that Nindev experienced in terms 
of expenses overgrowing profits and failed investments with the Four Stream merger 
and the subsidiary in Sri Lanka. And this is often a critical stage for the founder, 
because he must be very competent in operational and strategic planning in order to 
continue growing further (ibid). In order to keep the company operational during 
steep growth, the founder must avoid expanding further too rapidly risking to run out 
of cash (ibid). He must also be able to take a step back and give up some control by 
allowing the company to become more divisionalized and effectively delegating work 
and hiring the necessary managers (ibid). These are all issues Flintberg had to be 
aware of and resolve during this stage of growth.    
 
Conclusion: 
In this analysis about Nindev AB we present our opinions about how leadership, 
management and organisational factors negatively influenced the startup 
company/project, while comparing them with Flintberg’s (B. Flintberg 2015, 
pers.comm., 15 April) views about what the company's problems were. In the first 
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section we have identified the main issues, and categorized them under various 
themes concerned with: steep growth, outsourcing operations, time and cost 
management, managing stakeholder relation with powerful ‘client-investor’, as well 
as the lack of formal organisational structure early on in the process and Nindev’s 
delayed organisational development. Then the themes are connected to each other to 
outline our interpretation of the core problems. These underlying issues are identified 
mainly as problems with management, especially financial management and planning, 
as well as delegation and task handling that was not systemised in time during the 
development process of the startup. The third section presents suggestions about how 
various project management tools could have been used to possibly resolve some of 
the issues that Nindev faced.  
 
Several factors combined together created problems with cash flow and liquidity, 
causing serious cash flow crunches that eventually led to inability to fulfill liabilities, 
and being unable to raise more finance. Consequently in April 2013 Nindev AB had 
to file for bankruptcy. For reasons discussed before, Nindev was unable to keep 
project deadlines, which imposed extra costs, and had very high operational costs due 
to the eventually large organisational size of the company. The underlying causes of 
failure in our view seem to be failing to successfully implement the necessary 
management tools while growing and expanding the organisation too quickly, without 
adequately controlling costs and assessing risks.  
 
So how could project management tools have helped to plan in foresight, monitor and 
resolve with some of these issues? We can anticipate that several management tools 
could have helped with some of these problems, but it is hard to conclude with 
certainty, considering the complexity of this case, whether any particular set of 
management tools would have been sufficient to avoid the problems that Nindev 
experienced.  
 
It is evident, however, that the project management tools could have helped resolving 
many of their difficulties. Therefore, we suggest that a more elaborate and structured 
planning processes could have led to higher operational efficiency, improved quality 
of the management and have more accurate estimations on time, costs and required 
resources.  As well, we believe they could have benefited from  implementing earlier 
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on a projectized organisational structure with a project portfolio manager in charge of 
project oversight. And overall they could have needed more rigorous financial 
management, controlling costs and managing cash flows.  
 
 
Peter Schlegel and Admazely 
Describing the issues and categorising into themes 
Business$plan$$!
Schlegel (P. Schlegel 2015, pers.comm., 13 April) stated that he made a business plan 
for the firm. The purpose of creating the business plan was mostly to have some 
assumptions to start with and make the necessary cost estimations to fund the project 
“You need some assumptions that you build things on..[so]we did a fairly thorough 
financial model around things at a very early stage” (P. Schlegel 2015, pers.comm., 
13 April). The cost estimations however, were also the only estimations that Schlegel 
elaborated on prior to making the project, besides from a demand analysis. We argue 
that the main errors in the business plan were that Schlegel implemented incorrect 
time estimates and neglected defining the mission, goals and vision of his business. 
The lack of any time estimations in this context caused problems because it is difficult 
to work with tangible features without knowing how much time and effort each of the 
features required (Larson & Gray, 2010). 
 
Culture$!
The business experienced a change in the organisational culture. In the beginning 
Silvia managed to influence the culture where they worked long hours. It was very 
appreciated and expected that the work morale was high “she was good at keeping 
everyone into that sort of way [culture] of doing things, finishing things that we 
would not be leaving until we finished culture” (P. Schlegel 2015, pers.comm., 13 
April). This culture however, changed when the four programmers joined the project, 
as they were meant to be a counterbalance to the co-founder’s hasty and rapid 
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decision making personalities. Programmers had a focused and detail minded attitude, 
which led to a change in the culture: “...because they were also more thorough and 
detail oriented and was changing the culture too much into the direction of being too 
through and thereby too slow in development” (P. Schlegel 2015, pers.comm., 13 
April).  According to Schlegel (ibid) the change in culture continued the deceleration 
of growth.  While the culture change could potentially have an effect on the growth 
rate, we do not necessarily see it as the only factor that has had an impact on the 
development rate. 
 
Lack$of$communication$with$the$team$!
We also observe that there were issues with the team that were part of the project. The 
team experienced confusion in terms of the ultimate goals of the product and their 
role in the project.  As Schlegel explained on 13th of April, 2015 this was one of the 
issues that he did not manage to visualize: “if you don’t communicate in all these 
things and make them very explicit, then everyone sort of ends up with their own 
interpretation of what we are doing and why we are doing it”. This confusion points 
towards a lack of clear scope, vision and mission in the project (Larson & Gray, 
2010). 
 
Organisational$Structure$!
We observe two different ways the firm was structured. In the interview, Schlegel (P. 
Schlegel 2015, pers.comm., 13 April) described Silvia and David as co-founders and 
said that all members of the firm often worked together; particularly when discussing 
“how can we build this?” (P. Schlegel 2015, pers.comm., 13 April). Thus Schlegel, 
Silvia and David should be equal in their executive status and have flexible roles - in 
an organic structure (Hatch, 2006). But Schlegel’s sentence also shows that the 
members were to discuss a possible product proposed by the management. As well, 
according to Schlegel (P. Schlegel 2015, pers.comm., 13 April) he wanted to make a 
significant change in culture to more hierarchical structure by employing software 
developers. According to Mary Hatch (2006) organisational structure of a company is 
strongly influenced by its culture, thus previously mentioned Schlegel’s wish for a 
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cultural mix can serve as an indication that he wanted to have subordinates- people 
who are working according to a set work plan- execute management's ideas. Hence, 
Schlegel and his co-founders worked organically, but the positioned themselves 
towards the software developers mechanically - as bosses- a person, who assigns tasks 
(Hatch, 2006). 
 
Inexperience$!
This project was the first time that any of the top management had assumed the role 
of manager in a larger project. The co-founders were described by Schlegel as 
“inexperienced” (P. Schlegel 2015, pers.comm., 13 April). The inexperience of the 
top management seemed to manifest in different ways. In the case of Silvia, Schlegel 
(P. Schlegel 2015, pers.comm., 13 April) described her as a person, who lacks 
professional experience (assumed to be attributed to her knowledge of business) and 
as an inexperienced developer, which resulted in “..that we spent a lot of time on 
things that either wasn’t very valuable..” (P. Schlegel 2015, pers.comm., 13 April). 
The other co-founder also lacked professional experience but was a good 
programmer:“...He never actually had as you would say a “real job”, he basically 
had been hacking open source projects” (P. Schlegel 2015, pers.comm., 13 April). 
Schlegel does not directly comment on his own inexperience but the fact that he has 
not had any role as a leader prior to this project. 
 
Leadership$!
This theme plays a key role in determining the underlying problem and to understand 
how the themes are connected. 
In this project, Schlegel (P. Schlegel 2015, pers.comm., 13 April) had to fulfill the 
project manager role and the leader role simultaneously. We observe that Schlegel 
found it difficult to communicate with his team. One of the difficulties was to 
communicate the vision and the mission of the project, where Schlegel on the 13 of 
April, 2015 acknowledges that “ you need to get in front of the whole company very 
frequently talking about why it’s so important that we all work towards the vision. I 
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think that in the beginning i definitely underestimated that part of my role…” (P. 
Schlegel 2015, pers.comm., 13 April). 
As a leader it is crucial to be able to zoom in and out on the project (Larson & Grey, 
2010), meaning that Schlegel not only had to make decision in smaller features but 
also steer and develop the project direction. In relation to this we observe that 
Schlegel (P. Schlegel 2015, pers.comm., 13 April) spent a lot of time discussing small 
details with the his co-founders and failed to get an overall perspective of the project. 
Schlegel had an initial and fixed idea about how the product should look like but he 
failed to communicate his vision of his solution to the rest of his team: “we saw a 
problem in the market and then I came up with an idea for a solution, and almost 
always your first idea on how to solve a problem will not be the right one. [so] we 
were stuck with that way of solving the problem for way too long, [and] we ended up 
identifying ourselves with that specific solution [of mine] to the problem“ (P. 
Schlegel 2015, pers.comm., 13 April).  Thus, another skill that a project manager has 
to master is knowing when to have a hands on approach and a hands off approach in 
certain situations (Larson & Gray, 2010). 
Moreover, during the interview on the 13th of April, 2015 Schlegel said that he was 
good at determining when to make a hands off decision, but that he had trouble 
knowing when to make tough decisions. As a consequence his co-founders and his 
employees spent too much time discussing his approach and thereby experienced slow 
growth. 
Analysing the connections between the themes 
By using relevant academic literature the themes described earlier are analysed in 
how they created the context of failure (within the firm). As well, we start this 
analysis by stating that the firm reached Development/Abortion stage according to 
Business Life Cycle (Stokes and Wilson, 2010), since it operated in less than 2 years 
(P. Schlegel 2015, pers.comm., 13 April).  
According to Minghe Li (2000) having a business plan is very important for start-ups, 
as it gives the entrepreneur an opportunity to research the unknown areas he is about 
to enter prior to engaging in the business venture.  It is to determine the market needs 
and to understand better of how to approach those needs and plan the expenses 
accordingly. These are the things that Schlegel (P. Schlegel 2015, pers.comm., 13 
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April) also mentions him to be doing before starting his business. Financial planning, 
demand analysis and knowledge of industry were all included in his business plan. 
Minghe Li (2000) explicitly states that lack of planning is the number one reason why 
start-ups fail. Contrary to Schlegel’s estimates, the firm had a slow development 
process (P. Schlegel 2015, pers.comm., 13 April), we assume that Schlegel might 
have estimated time and work to be done imprecisely. It could account for the 
incorrect estimations of cost and an incorrect financial model, and also lead to slow 
development in the project. Moreover, precise time and cost estimations whether they 
are agile and/or traditional, are of high importance in software development, as it 
shows how well planned the development process is  (Mansor, et al., 2011). Thus for 
project members that develop software, it could prove to be difficult to pursue the 
project’s goals “on time” if they are based on incorrect estimates. The members 
would also be confused about where the company is going, as the estimated work load 
would differ a lot from that in reality. 
According to Larson and Gray (2010), the best way to make estimates is based on 
project manager’s experience with previous similar projects. Therefore, as 
Admazely’s real-time development process fluctuated a lot from the Schlegel’s 
baseline estimates, it could be said, that incorrect planning was due to Schlegel’s 
inexperience with such projects. 
Another aspect of planning is that Schlegel teamed up with co-founders that were 
available to him without knowledge of what skillsets would be required in order to 
complete the project. As Schlegel states on the 13th of April 2015: “..[Silvia]was 
willing to put in a lot of hours without being compensated with cash, which was a 
very high priority for me because I didn't have that much cash... So she came onboard 
and I think her lack of professional experience meant that we spent a lot of time on 
things that either wasn't very valuable or on stuff that took too long because she 
wasn't a very experienced computer scientists...” As stated above the other cofounder 
did not have any experience with management either.  
Thus we can deduct that Schlegel, due to his own inexperience was unaware of the 
consequences of selecting inexperienced co-founders with insufficient skills to 
execute the project. It can also be deducted that Schlegel did not research the market 
adequately, since planning business activities involved explicit knowledge of market, 
its needs and how to best fulfill them, which in return sets a foundation for 
competitive advantage across the chosen market scope (Porter, 1998). 
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According to Schlegel’s method of leadership (theme), the solutions for satisfying the 
needs of the market were discussed with his co-founders, meaning that the decisions 
at the task level where made organically, at least at the management level. However, 
the intended shift in culture and the discussion that Schlegel had with software 
developers concerning how to fulfill his idea, serves to indicate the opposite at the 
functional/unit level. The structure could have been mechanistic in its nature. Hence, 
according to Mary Hatch (2006) Schlegel structured the organisation at unit level in a 
functional/mechanistic manner, while performing tasks organically (Hatch, 2006). 
According to Mary Hatch (2006), one structure should be applied at both levels, 
otherwise resulting in a confusion between all involved parties in who does what and 
why we are doing this.  When reflecting on the firm and its failures, Schlegel 
acknowledges that “one of my only responsibilities really is getting the culture right” 
(P. Schlegel 2015, pers.comm., 13 April). 
Therefore, the problem of organising the firm’s work lay within the management 
being mechanistic in their administration style while organic in executing tasks across 
the whole firm. 
Another reason why poor estimates were made, and hence arriving at the 
organisational problems, could have been the leadership (theme) and the company’s 
lack of a clearly defined mission and project scope. Hence, parties (co-founders and 
employees) being in a constant need for the leader to motivate and direct them, to 
where the company and project is going (P. Schlegel 2015, pers.comm., 13 April). 
According to John A. Courtright (1989) communication is the most important factor 
that determines how organisations develop and reach (if ever) the set objectives and 
goals. Courtright (1989: p.775) argues that in organic structures they can be 
communicated through a consultative approach, because teams are managing 
themselves, while in a mechanistic structure - coordination is required. In both 
structure, the leader has to clearly define the company/project and its goals in order to 
communicate them (Larson & Gray, 2010). 
However, in this case the plans were neither well-defined, nor could the leader bring 
about stability by formulating them, which resulted in employment of inexperienced 
people and organisation of unmotivated and uncoordinated staff. Hence, according to 
Organisational Project Management Maturity Model (Larson & Gray, 2014) 
Admazley did not step over Hoc Project Management level. 
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What project management tools could have been used to possibly avoid 
these situations 
 
Leadership$&$team$members$!
In this case, it is evident that Schlegel neither had the necessary management nor 
leadership skills in order to carry out the project. However, the need for leadership 
could have been minimized by Schlegel obtaining the necessary management skills 
and defining the project and its scope (Larson & Gray, 2010). Since the co-founders 
also did not have these skills, it is suggested that Schlegel could have hired an 
experienced project manager, who could “oversee and manage the details of the 
project, leaving himself [Schlegel] to oversee or merely be the leader” (ibid.: p. 340). 
Here, being a leader then could be “articulating the need to significantly alter the 
direction and operation of the project, aligning people to the new direction, and 
motivating them to work together to overcome hurdles produced by the change and to 
realize new objectives.” (ibid.) 
 
Scope$!
With a clear scope, Schlegel could have had a better understanding of what the project 
is, what it intended to deliver and within how long a period of time it should have 
been done. Then present  and communicate it with the project team (Larson and Grey, 
2010; Miller, 2008). It would also aid in figuring out what kind of culture and which 
organisational structure would most effectively organise the company (Hatch, 2006). 
These question of “what do we want to become” would also allow Schlegel to reflect 
upon the product/project he is trying to create and how it fits into the overall business 
he wanted start (Larson and Grey: 2010; Burns, 2013). 
 
Agile$management$!
As discussed before, there was confusion in which one organisational structure 
Schlegel wanted to implement. According to Larson and Gray (2010), the best 
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practice for software developing companies would be to structure them in a more 
organic way and manage in an agile manner. Thus, Schlegel could have used agile 
management philosophy and potentially improve the speed of the product 
development. However, Larson and Gray (ibid.) also mentions, that “strong 
leadership would be needed for a software development project in which the 
parameters are always changing to meet developments in the industry” (ibid.: p. 340). 
This means that if Schlegel was to implement the agile management method we 
would strongly recommend that he gain more experience with managing projects.  
 
Risk$assessment$within$the$team$!
When asked about risk assessment (P. Schlegel 2015, pers.comm., 13 April), Schlegel 
described that he could clearly see a demand in the market for his product by 
conducting a market analysis. There were already potential customers, and he was in 
contact with tele-sales people who had done similar project to consult with in 
estimating time (P. Schlegel 2015, pers.comm., 13 April). Schlegel (P. Schlegel 2015, 
pers.comm., 13 April) “knew” that the existing market demand would attract 
competitors, which prompted the need for launching their product on the market 
quickly (P. Schlegel 2015, pers.comm., 13 April). In this sense some of the market 
related risks were assessed when Schlegel used the prototype he created: to whether 
or not there would be potential clients for the service he would provide; or that the 
competition would possibly grow very fast. However, the main risk, that Schlegel did 
not foresee was identified in the actual team, since the people he partnered up with 
were inexperienced and unskilled. From this, making a risk analysis of the team could 
have been beneficial before hiring them. Not only in consideration to Silvia and 
David, but also whether Schlegel had the necessary leadership skills to lead the 
company. If these would be considered, appropriate risks response could be chosen.   
Case Conclusion 
Our interpretation in the case of Admazely is quite different from Schlegel’s (P. 
Schlegel 2015, pers.comm., 13 April) own understanding of why Admazely failed 
(presented in the empirical chapter). We observed issues within the business plan, 
culture, communication and organisational structure, leadership, and management. 
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These themes represent and describe the perception of what the main factors were as 
to why the business failed. In the next section we concluded that these themes are 
interlinked, but highlight poor management and leadership skills. We argue that lack 
of project scope and formulated business vision and mission, and hence incorrect cost 
estimations, worked against Schlegel’s leadership attempts. Also it ruled out a lack of 
management skills, which resulted in implementing two opposing organisational 
structures and conflicting cultures. Thus, the company had a slow growth. In the last 
section we suggested how some of these errors could have been avoided by using the 
project management tools: Scope, agile management and risk assessment. The main 
solution, therefore, revolves around preparations prior to launching the company. 
 
Thor Angelo Jobwalk 
 
Describing the issues and categorising into themes 
 
Defining$scope$and$product$!
The business faced a number of issues. Angelo performed a Lean Start-up which 
encourage the entrepreneur to go from idea to practice as fast as possible (Ries, n.d.). 
However by doing so, several considerations from the MOA, was not accounted for. 
We argue that the analysis of whether or not the product was in demand, was not 
identified prior to the launch of the start-up.  
According to Angelo he described product as “the best reports” (T. Angelo 2015, 
pers.comm., 9 April). However in practise the founder of the company noticed that 
the clients did not initiate contact for returning business. It was up to Jobwalk to 
contact their clients in order to generate more sales. This insinuated that the product 
was not in demand. Yet, Angelo was under the impression that the service Jobwalk 
provided to its clients was of such great value to them that they would effortlessly 
return to order more reports. In hindsight he did not consider whether services 
provided by Jobwalk would make an immediate impact on the customers. Basically, 
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whether or not the client would receive more sales based on Jobwalk. It opens up a 
discussion of whether an effective market research had been conducted; detailing the 
type of data that would be of value to the clients. It also begs the question whether 
there was a clear scope of each project that the company conducted. We can identify 
an issue that points towards a lack of scope and missing communication to execute 
the objectives for the service Jobwalk was meant to provide. The point is that the 
company promised to return at least five types of reports and additional, unique 
reports at the request and specification of the client. Specifications or customisations 
require the manager to make a clearly defined scope for each report in order to specify 
to the Jobwalkers what their individual tasks entailed. As we will describe below the 
communication between the managers and the freelancers was not sufficient.  
 
Team$!
The management team of Jobwalk consisted of three people; the founder, Angelo, in 
addition to a sales manager and a programmer. According to Angelo (T. Angelo 2015, 
pers.comm., 9 April), the management team of Jobwalk seemed to lack certain 
important skills in order to function effectively. Angelo states that he himself tried to 
compensate for this, but failed to do so successfully. A problem here seems to be the 
basic composition of the team, the fact that the three members did not possess all the 
necessary skills to complement each other into becoming a unified team, which were 
able to execute all the necessary management work. It is crucial for success having 
a  high-quality team with different and complementary skills working with clearly 
defined roles, and with a shared commitment and vision (Vyakarnam and Handelberg, 
2005; Hambrick and Mason, 1984). From our available data, the Jobwalk 
management team seems to lack several of these core competence indicators of 
success. 
 
Freelancer$(Jobwalker)$!
Angelo made specific reference to the attitude of the freelancers involved in the 
crowd sourced stage of each analysis that Jobwalk was contracted to perform. He saw 
how the work ethic of some of the individuals affected each task they performed for 
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clients as an issue. Seeing that they did not have any clear frameworks and work 
objectives to follow, we argue that it was not necessarily because his freelancers were 
lazy and undisciplined, but possibly confused. The confusion could derive from the 
lack of communication between Angelo and his freelancers. No culture concerned 
with work ethics were developed and no direct contact with his freelancers were 
established in the project.   
Leadership$&$Management$Skills$!
Angelo (T. Angelo 2015, pers.comm., 9 April) described some of the crowd sourced 
labour force as having poor work ethic; some Jobwalkers did not perform the tasks 
they were assigned in a timely fashion, citing a number of personal reasons and 
excuses. Assuming that this was actually the case, this issue highlights a pitfall that 
existed in each project. Angelo (T. Angelo 2015, pers.comm., 9 April) also expressed 
a level of dissatisfaction with the performance of the core team within the company. 
In our opinion a possible reason for the low performance is linked to the lack of 
leadership motivation. Effective leadership needs to ensure effective team 
coordination, and to empower the employees so that the team functions as a unified 
entity.  
For this to be possible, it is necessary to develop a shared purpose and clear realistic 
vision of the future and one which is properly communicated to all stakeholders (West 
and Unsworth: 1989.) As explained by Larson and Grey (2014) this is often done as 
part of defining the scope, clearly describing the vision, mission and important shared 
values. While it seems Angelo had a well-defined vision for what he wanted to 
achieve, it is not clear to what degree his team members shared and understood it, and 
how committed they were to achieving it. 
Main underlying problems: lack of scope, lack of proper management and 
outsourcing 
Based on the information gathered through the interview we can identify a number of 
underlying problems within the company. Angelo (T. Angelo 2015, pers.comm., 9 
April) expressed on multiple occasions that the product Jobwalk was selling to its 
clients was not of significant value enough to turn them into regular customers. This 
sentiment is illustrated in the founder’s overall assessment of the entire company by 
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describing it not as a failure, but as something that, “just didn’t fly” (T. Angelo 2015, 
pers.comm., 9 April). This statement may be an accurate diagnosis as to why the 
company was not as successful as Angelo had anticipated, however other factors 
could have influenced the outcome.  Because of the lean start-up principles, we argue 
that he did not develop his product well enough before selling it to his clients. In the 
composite model we determine that Angelo conceived the idea but he didn't plan nor 
conduct any of MOA in the first stage of the business, thus went straight to the 
development phase (stokes and Wilson 2006). This meant that Angelo was unaware 
of how much the product was actually in demand.  
In the interview with Angelo on 9th of April, 2015, he sometimes seems to describe 
his team members in derogatory terms, which indicates an unhealthy culture and a 
large likelihood of affective conflicts. Even though Angelo (ibid.) claims all team 
members were equal in this project, he seems to display an authoritative attitude. This 
proposed equality could also be a problem, because an effective team needs clearly 
defined roles so that all members function as a whole. Or a competent leader who 
adopts the appropriate leadership style to direct the members of the multi-directional, 
cross-functional team. According to Bruce Tuckman (1965), a team tends to go 
through a four-stage development process before it reaches the point where it 
functions effectively, namely the stages of testing (forming), infighting (storming), 
getting organised (norming) and mature effectiveness (performing). Based on the data 
we have, it seems that the Jobwalk management team never got properly past the third 
stage. 
Problems within the management team would become even more disruptive when 
they had to collaborate with a large number of external freelancers. As pointed out 
amongst the problems we have identified in the projects the company conducted, 
there were occasions in which the freelancers did not do the work they had been 
requested to do. There was an assumption within the company that the freelancers 
would be diligent in their duties. However as expressed by Angelo (T. Angelo 2015, 
pers.comm., 9 April) there was a lack of professionalism amongst some of the 
freelancers. Hence situations in which this was not the case were not considered in a 
risk assessment, and it is also not clear if any contingent action was taken to mitigate 
the risk in subsequent projects or if any mechanisms were put into place to evaluate 
each project. As mentioned above the seemingly undisciplined freelancers could a be 
a symptom of a undefined scope. Due to the adoption of the lean start-up principles 
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we can see that there was a lack of structural frameworks such as an unclear scope 
that lead to confusion between top managers, team members and freelancers. In 
conjunction with the lack of leadership skills, communication was unclear, and the 
work ethics were seen as unprofessional. 
We found that Jobwalk reaped the benefits of outsourcing by hiring freelancers, 
which contributed to the appeal of the products they had on offer. By outsourcing the 
data collection, the company managed to create a concept that significantly reduced 
the cost of the process. It would not be necessary to employ one or several individuals 
to collect the data. This would likely involve some financial cost to recruit the 
individuals and additionally costs would be incurred in training the subsequent 
compensation of the workers. Outsourcing significantly reduced the duration of the 
data collection. If the data gathering were to be carried out by one or several 
employees it would likely have required significantly more time from beginning to 
end when taking into account recruiting, instructing, executing and reporting the data 
(Larson & Gray, 2010). 
However, outsourcing the data collection process also introduced problems that have 
been identified in our analysis. Larson and Gray (2010) point out that the 
disadvantages of outsourcing may manifest themselves in a project when those 
carrying out the outsource work do not prioritise the work as important enough to be 
carried out with urgency. In this particular case delays in carrying out tasks did not 
have any direct consequence to the Jobwalker as they did to the company. The 
interests of the two entities were not aligned. This dynamic also highlighted an 
additional disadvantage of outsourcing; Jobwalk experienced what could be 
considered a, “Loss of control” (Larson and Gray, 2010, p.422). In our opinion a 
potential linkage could be between a lack of scope, a loss of control of the outsourced 
resources and lack of communication between the top managers and the freelancers in 
the field. Thus, Jobwalk was only in the ad hoc project management level (Larson and 
Gray, 2014), whilst being in the stage two in the Business Life Cycle model (Stokes 
and Wilson, 2006). 
 
What project management tools could have been used to possibly avoid 
these situations 
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Scope$!
We argue that a clearly defined scope of the start-up could have been of aid on the 
organisational level and in each of the projects that Jobwalk worked on. First of all if 
Angelo and his team had had an aim for the firm they would be able to develop 
towards that certain goal. They would also be able to recognise the stages that the 
business would have to go through in order achieve the final goal. Whilst discussing 
the project or the reports that Jobwalk provided it could also be useful to make scopes 
for each of these reports. If the had a clear scope on each project Angelo would be 
able to be much more specific when it comes to the data collection that the freelancers 
provided and benefits delivered to customers.  
 
Risk$assessment$!
There were some issues presented by the freelancers one that some had an 
unprofessional work ethic, however we can see that some factors could be due to the 
lack of clear communication of the scope. Risk identification could have been useful 
for Angelo, meeting with the rest of his team, if possible, to discuss whether hiring 
freelancers would be worth the cost savings. They could have weighed down all the 
risks involved, some being whether hiring teenagers was a good decision, or if the 
specific tasks would be able to be adequately communicated between Jobwalkers and 
the management.  
 
Leadership$!
As in many start-ups, Angelo assumed the role as leader and project manager for the 
business at the same time. However in our opinion did not establish and direct his 
team members and freelancers enough towards a common aim. In this case the 
successful project manager needs to continuously build good relations and facilitate 
trust, and will need openness within the organisation and regular face-to-face 
communication in order to accomplish this (Larson and Gray, 2014). The leader must 
be supportive but critical in his communication in order to properly set direction and 
motivate the team members (Stokes and Wilson, 2006). 
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Case Conclusion 
According to Angelo the causes of failure were that the product was not good enough 
and deliverables had several quality issues. He blamed this on incompetent members 
of management team as well as freelancers not taking their tasks seriously. In our 
view the problems stem from the scope not being clearly defined, lacking a thorough 
risk assessment and the lack of control of outsourced resources. In connection to the 
lack of coherency throughout the organisation, the lean start-up principles were not 
beneficial for this entrepreneurial venture.  If the scope had been more clear, the 
benefits for customers would be realised and some of the communication issues with 
the freelancers could possibly have been avoided. If Angelo had assessed risks he 
would also be able to determine whether it was worthwhile to outsource such a large 
part of the project to freelancers.  
 
Jacob Vahr Svenningsen Innovateers 
 
Describing the issues and categorising into themes 
 
Business$model:$Opportunity$Analysis$!
Jacob Vahr Svenningsen (J. Svenningsen 2015, per.comm., 14 April) had an idea, that 
working in the hostel could secure premises for the community to develop in its 
starting phase, so later on it could commercialise its developed ideas and products, 
while the members could contribute with the basic resources needed. Here, the 
community management was: “..imagining that people who were paying their own 
rent in an apartment, would be better off living in a community..”(ibid.) However, 
most of the members did not have a spare money as they “..were hippies...”(ibid.)  
 
Organisational$structure$!
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Svenningsen (J. Svenningsen 2015, per.comm., 14 April) states that they were 3 
people in the management level and “..tried to do things within a really flat 
hierarchy”. The hierarchy, although meant to be flat, was actually not visible at all, as 
the community management gave “..people, the right to choose the responsibility they 
wanted…”(ibid.) Moreover, the community “..expected  to organize till summer, and 
when the summer came, ..[it] would have a solid community…”(ibid.)  Thus, since the 
summer was their goal- “.. the job didn’t get done.”(ibid.) 
 
Inexperience$!
None of the member in the top management had any prior experience with busiensses. 
Nor did they have anyone in the community to help them compensate for their lack of 
skills. The community had a goal to gather “.. a large diversity of people”(ibid.), 
because they thought that “..if we would have big enough diversity, we could build a 
product”. However, the diversity was not big enough for the management to “..have 
anyone with a business background.”(ibid.) 
 
Analysing the connections between the themes 
According to Al-Dabei (2010) business model provides the enterprise stakeholder 
with what type and amount of value that the business is going bring. Even though 
Svenningsen (J. Svenningsen 2015, per.comm., 14 April) states that the community’s 
goal was not of economic ends but to “..conquer the world with creativity”(ibid.). To 
reach their intended ends economic means were of prime necessity. For example, if a 
painting can be associated with creativity, the painter needs a brush, canvas and colors 
to paint with. Then as a next step, the business model would provide answers to where 
and how to sell that painting (Al-Dabei et.al., 2010). Hence, business model provides 
stakeholders with understanding through a clear and logical reasoning of how the 
enterprise is going to create value and propose it to others. 
Innovateers, however, did not have a defined concept of how they are going to pursue 
their ideas or what the actual idea were. It can be interpreted through Svenningsen’s 
statement: “We wanted to build an organisation, before building a product”(J. 
Svenningsen 2015, per.comm., 14 April). 
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Here, Svenningsen did not understand that the product the community was supposed 
to build was the actual organisation. Although, Svenningsen was on the right track by 
focusing on the organisation, he failed to develop it as a project and/or product - 
mostly, because of the activities done prior to starting a business. As well, Greiner’s 
model of organisational growth includes market opportunity analysis as an activity to 
be done prior to establishing the business (Brownlie, 1994). It, thus, echoed in the 
organisational structure since the management did not to really know what work has 
to be done in prior to innovation process/generation of new, useful ideas; and did not 
acquire the necessary human resources to execute them. 
Although, it could be accounted for the inexperience in the management level that 
lead to the failure, the community existed for more than 4 months. It gave them 
enough time to acquire the necessary knowledge to fix previously mentioned issues, 
however this did not occur. Meaning that there was not enough motivation to focus on 
and solve the presented issues, instead of not acquiring the knowledge that was 
needed to define and test the business idea. 
Svenningsen (J. Svenningsen 2015, per.comm., 14 April) mentioned, however, that 
the management was very busy in settling the hostel’s debts, which left no time for 
managing the community. Fixing the community’s scope in this case did not require a 
lot of time nor much specified experience, as it was a basic project definition issue. 
As he also mentions, that the community first “built an office space in..[his]..dad’s 
old apartment”(ibid.) and that he covered most of the hostel debt (invested around 
40000DKK). The community had available premises to occupy, and did not have to 
rely on the provision from hostel; and the community’s management could have 
collected around 40000 DKK for its start-up investment.  
All in all, according to Stokes and Wilson’s (2006), Innovateers did not complete the 
first stage of Composite Model of Small Business Growth, although it was developed; 
and according to Larson and Gray’s (2014) Organisational Project Management 
Maturity Model were in the initial level of ‘chaos’ (Ad Hoc Project Management). 
 
What project management tools could have been used to possibly avoid 
these situations 
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Defining$the$project$and$the$scope$!
There seemed to be no clear idea of the means needed for organising or carrying out 
the project of Innovateers. It would have benefited Svenningsen to create an outline 
identifying what needed to be carried out in order to create this community that they 
were aiming for. It seems that Svenningsen had an idea of what the aim of the project 
was, however was unaware of what needed to be done in order to reach his goal. In 
this sense he would have benefited more by clearly defining what the objective was, 
what direction they to head in, and what and when they were to define the intended 
goals before starting the project. Through a clear definition of the project and the 
scope this could have been achieved. Though with this being said, Innovateers did not 
undergo an opportunity analysis to determine if there was even an interest for joining 
the community. So in this case when a scope and defined project was clearly stated, 
opportunity analysis should have been conducted by taking into consideration the 
latter in order to minimise the risk of failure  
 
Case Conclusion 
From this case it can be concluded that basic management tools could have been 
applicable since it was a project, but in order to apply them, first the project should 
have been defined in what it is and what it needed for its existence. Second, test 
whether there is demand for it, and to be able to predict if resources could be 
acquired. We argue that these steps had not been completed before they actually 
started the company and lead to the failure, because they had no clear idea neither of 
their business model, nor what professionals would be necessary to have for that 
particular community to survive and whether they would be interested in taking a part 
in it. Thus the lack of a clearly defined project and opportunity analysis seems to be 
the major issue in this case.  
 
Analysis chapter conclusion 
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In the Jobwalk the owner Thor Angelo made some strong accusations towards his 
team and the freelancers. Through our analytical process we observed that the 
underlying issues in Jobwalk were related to other matters. We concluded that Angelo 
did not conceptualise his product in the nascent phase to define the scope of the start-
up in the development phase. Angelo implemented a simple principle called Lean 
start-up. Lean start-up encourages the entrepreneur to make his idea a practise as 
quick as possible. In Jobwalk the implementation of this philosophy meant that 
Angelo did not spend much time on planning his organisational body and the potential 
risks within said structure. In practice the lack of scope meant that the product became 
too abstract for his team members to organise and focus on the tasks at hand. 
Reversely Angelo was unable to clarify and communicate his ideas. We suggested 
that a scope, leadership skills and outsourcing tool from the project management 
subject could potentially had alleviated some of the issues identified in the case. 
Similarly, prior planning in the nascent phase could have made a difference in the 
case of Admazely. Peter Schlegel mentions that he did make efforts to prepare his 
start-up. He narrates that he made a market analysis, and a prototype based on his 
results from the market analysis. Schlegel also claimed that he made a financial model 
meant to estimate the initial cost. We argue that these effort were not enough. 
Schlegel did not conduct a strategic plan to manage his organisation. These 
shortcomings are reflected in the issues in the case. We observed a team which were 
not aligned with the overall idea of the business. Along with the rest of the top 
management Schlegel struggled to communicate his mission with the company. As a 
consequence the managers spend many hours discussing minor details. 
In the Admazely we argue that the scope tool could have served as a powerful tool to 
compensate for the managers lack of experience. Along with concepts like leadership 
from the project management toolbox Peter would be able to direct, motivate and 
communicate his vision for the business.  
One case proved to be quite difficult to analyse and apply project management tools 
on. The founders of Innovateers had made no planning in the nascent or development 
phase. The founder Svenningsen had made no attempt define his product nor his 
business. The community were supposed to generate ideas which could be sold, and 
generate capital. We argue that without any visible organisational structure or idea the 
business never entered 2nd phase in Stoke & Wilson’s model. The only direct 
argument against that statement is that Innovateers launched their business. We 
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concluded that since the start-up generated debt before Svenningsen knew how to 
create capital, the business was launched way too early. Thus when we had to 
determine which project management tools could alleviate their issues the list was 
quite small. A scope is one of the few tools which is able to aid the entrepreneur in the 
concept and planning stage. 
Nindev on the other hand was the most developed start-up of them all. In Stokes & 
Wilson’s model we argue that this start-up entered or nearly reached the 3rd stage. 
We concluded that main problem was that costs outgrew profits during the second 
year, for several reasons. Company was growing quickly, but organisational 
development and formal implementation of project management procedures were 
lacking. Consequently the business experienced delays stemming from proper 
planning in relation to outsourcing and implementation of project management 
procedures made them incur extra costs, coupled with bad investment decisions 
(merger with Fourstream and opening subsidiary in Sri Lanka). Nindev ended up in a 
situation, where they had a large organisation with 45 employees with high 
operational expenses, and the problems they had experienced had set them back so 
much, that sales were unable to catch up. When Flintberg eventually decided 
implement some of the project management tools, it was too late. Costs outgrew 
profits, they were unable to get hold of more funds and could no longer fulfill with 
their liabilities and had to file for bankruptcy. We conclude that underlying problem 
are linked with lack of financial management and planning, they were unable to deal 
properly with steep growth expanding too quickly without implementing the 
necessary formalisation and institutionalisation of project management procedures. 
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Discussion chapter 
In the cases we observed, the issues identified in the start-ups were quite 
circumstantial. However, the underlying problems were similar, and in all the cases, 
the project management tools could have been applied to many of the issues the 
businesses faced.  The extent to which the project management tools could be used 
depended on the size and structure of the enterprise. In two of out of four cases we 
observed that the project management tools could alleviate some of the issues; 
Jobwalk and Admazely could make use of many of the tools that focused on 
managing team members and general structure of the company, but when it came to 
some the more detailed concepts in the toolbox, they proved to be somewhat 
superfluous. In the case of Innovateers, it was difficult to determine if the tools were 
necessary, due to the fact that the business still struggled in the nascent phase. Hence 
the management tools were not noticeably applicable, simply because the business 
and the product had not yet been defined. In the most developed of our four cases, 
Nindev, almost all the tools we discuss could have been applied. Particularly tools 
that focus on organising project could be used when looking at the business as a 
whole, and all the project management tools could have benefitted Nindev in the 
company in the projects it conducted for its clients.  
From a general standpoint, the tendency of poor organisation suggests that project 
management tools could have benefitted the businesses. All the cases suffered from a 
lack of a clear scope, and experienced similar problems with communicating main 
objectives to their employees, and clearly defining the role of each employee within 
the company. It should be kept in mind, that any use of the tools to help a case should 
be tailored to the specific needs of the problem at hand. Here, the project management 
tools would be used in order to first, identify the problem, explain the extend of the 
problem, and finally suggest how the problem could be solved.  There is, however, a 
connection between applicability of the project management tools and the size, 
structure, and development of the cases. The larger, and more developed, businesses 
we examined would have benefitted more from the tools, as it is seen  that larger 
enterprises with ambitious aims and more investors needs to organise and plan their 
company more than a small private business. Similarly, a smaller business does not 
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need to be as well organised, as it does not have the same amount of responsibility to 
keep investors content.  
We argue that the project management tools could have been used to address the 
problems of the cases above, as the tools have been successful in both defining, 
explaining and solving the problems. However, there were also situations as we saw 
in Innovateers, where they would not have aided the entrepreneur. If the fundamental 
requirements for demand have not been met, it is possibility that the business could 
fail regardless of the level of project management that is applied to the business. This 
also shows, that it is only theoretically true that the tools could be used universally, as 
there is a long way from solutions suggested in the textbook, to solve the problems in 
practise. This gap between practise and theory must be kept in mind, as the roots to 
any of the problems we have examined could be very circumstantial, and thus 
requiring circumstantial treatment. In other words: we cannot be sure if the tools 
really would have helped. In order for us to accurately verify the applicability of the 
project management tools, it would require tests and experiments that would help us 
adapt the use of the tools directly to the case needs.  
There is an inherent problem with mixing of the project management discipline with 
the entrepreneurial discipline. In project management, a project requires the manager 
to define a clear beginning and an end (Larson & Gray, 2010). This criteria is 
necessary for the project manager to estimate the milestones, deliverables and work 
packages in the entire lifecycle of the project. Since it is a basic criteria in the project 
management discipline, it introduces a problem when we want use them to analyse 
entrepreneurial ventures. Start-up phases are usually not defined with a clear deadline 
and often overlap with the next phase in the maturity process (Stokes, et al., 2010). In 
order to overcome this problem, we suggest that the businesses in the cases could 
make practical goals to serve as a milestone for the start-up phase in order to indicate 
a somewhat well defined end of the start-up phase.  
 
Further research 
In the academic world there has been many discussions as to whether case studies are 
capable of generalising on a larger scale. According to Mayrring constructivists argue 
that cases are unique and that since no interpretation is similar generalisations should 
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be avoided (Mayrring, 2007). On the other hand the general statements are crucial 
part of a larger process to test and define new theory (Ibid.). According to Mayrring, 
there is a level between the two polars. A modest form of generalisation. There a 
various form of moderate generalisation but in exploratory case studies as ours the 
goal is often create a general statement.  
In our case our sample size is quite small so any generalisations is out of the question. 
However we can argue that the project management tools are applicable to start-ups in 
various markets as long as the above mentioned criterias are met. To what extent 
these project management tool are applicable is circumstantial. A general statement 
from this research, if even possible, would look a little like this: Project management 
tools can be used to identify, analyse and potentially solve, issues that various start-
ups face.  
The general statement can later be transformed into a hypothesis in following 
research.   
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Conclusion 
In the conclusion we will sum up the main findings from the four cases. Subsequently 
will answer the research question and state the limitations of applying project 
management tool to entrepreneurial ventures. In the last section we will reflect on 
potential following research.  
 
Nindev 
With Nindev AB we saw a promising IT company, founded by an ambitious avant 
garde Swedish entrepreneur, Flintberg. Nindev experienced rapid growth from the 
start and we estimated that before the bankruptcy in 2013, they had reached the 
critical third growth stage (“Growth or decline”) in Stokes and Wilson’s small 
business growth model (2006). Meanwhile in terms of Larson and Gray’s Project 
management maturity model (2014) they did not start formalizing Project 
management procedures (level 2) until the Spring of 2012 when things were already 
getting critical and we estimated before bankruptcy in 2013 they were approaching 
level 3, trying to implement project portfolio management and institutionalising 
procedures. Basically what was lacking was a more structured planning from the start, 
both in terms of launching their entrepreneurial venture and in terms of handling their 
IT projects. Unfortunately, these changes came too late, Nindev was not proactive 
enough responding to steep growth and by Summer 2012 they started experiencing 
serious cash flow problems. The company had already incurred so many additional 
costs that sales were unable to catch up to fulfil liabilities and fund future growth and 
operational expenses. What we found was that most Project management tools could 
have been useful in terms of planning, controlling and resolving some of the problems 
Nindev experienced. Overall they could have benefited from implementing project 
oversight and portfolio management procedures for handling all their IT project. 
Specifically their problems with IT projects going over budget and getting delayed 
could have benefited from more detailed scheduling, cost and time estimations, as 
well as change and scope management. Some quality issues with their IT products 
could have benefited from more stringent quality control procedures, and could 
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possibly have been prevented by more structured work breakdown structures and task 
delegation. More elaborate risk assessment procedures could have prepared them 
better for the challenges they faced, both in terms of Nindev as a start-up project and 
in terms of their IT projects, especially relating to some of the problems with 
outsourcing.  
 
Admazely 
The firm developed software and reached the 2nd growth stage of the Business Life 
Cycle model (Stokes and Wilson, 2006), since it was established and aborted within 
time period of 24 months. The firm, however, did not move further than the 1st stage 
in Organisational Project Management Maturity Model (Larson & Gray, 2010). 
Schlegel narrates that he made a market analysis, and a prototype based on his results 
from the market analysis. Schlegel also claimed that he made a financial model meant 
to estimate the initial cost. We argue that these effort were not enough and cost 
assumptions were inaccurate. Schlegel did not conduct a strategic plan to manage his 
organisation, that resulted in a confused organisational structure, where its culture did 
not promote firm’s development. We observed a team, which was not aligned with the 
overall idea of the business, since Schlegel struggled to communicate his mission and 
goals with the company. In the case analysis we argue that by creating the scope 
Admazely could have benefited from it through increasing chance of Schlegel’s 
leadership and management attempt success. 
 
Jobwalk 
The firm outsourced work to teenagers, where they were required to take photos of 
how certain consumer goods in Danish shops were placed in the shelfs. We concluded 
that Angelo did not conceptualise his product in the nascent phase to define the scope 
of the start-up in the development phase. Instead he implemented a simple principle 
called Lean start-up. Lean start-up encourages the entrepreneur to make his idea a 
practise as quick as possible. In Jobwalk the implementation of this philosophy meant 
that Angelo did not spend much time on planning his organisational body and the 
potential risks within said structure. The lack of scope meant that the product became 
too abstract for his team members to organise and focus on the tasks at hand. 
Reversely Angelo was unable to clarify and communicate his ideas. We suggested 
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that a scope, leadership skills and outsourcing tool from the project management 
subject could potentially had alleviated some of the issues identified in the case. 
 
Innovateers 
The idea was to create a community in Denmark that sustains itself by producing 
valuable ideas and products. This community, although, did not execute the 1st stage 
of Stokes and Wilson’s Composite Model of Small Business Growth (2006), 
established itself. It, thus, could not move further than Larson and Gray’s (2014) 
Organisational Project Management Maturity Model’s ad hoc level in executing their 
ideas. In this case it proved to be quite difficult to apply project management tools on, 
since the founder of Innovateers did not go through the nascent or development phase, 
and therefore they did not have a clearly defined product nor business. Without a 
defined business model and business scope it could not develop, since it could not 
attract the necessary resources. We concluded that since the start-up generated debt 
before Svenningsen knew how to create capital. Thus the business was launched way 
too early without proper planning. We concluded that the list of project management 
tools which could alleviate their issues was quite small. A scope is one of the few 
tools which is able to aid the entrepreneur in the concept and planning stage. 
Thus, we can conclude that the project management tools are actionable in real 
entrepreneurial ventures. We also, however, realised that there are certain limitations 
to the use of the project management discipline that has to be taken into consideration. 
In the discussion chapter, we stress that one of the limitations to the project 
management tools is that they can generate suggestions to issues identified in the text, 
but whether these suggestions would make a difference in practice is unknown. 
Associated with this limitation, it is unknown whether factors outside the scope of 
project management which could potentially influence the outcome of the 
entrepreneurial ventures. Even though project management tools can be used to 
identify issues in the cases, there is a potential risk that remote issues are not covered 
nor identified with the these tools. In other words, the tools might identify some 
problems, but not necessarily every problem. In Nindev case, we discovered that such 
limitations are inherent in some of the cases. Nindev had trouble financing their 
growing expenses and the lack of capital had a great influence on the outcome of the 
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case. While we identified that the cost and time estimations could have potentially 
alleviated some of the problems with growing expenses compared to the incoming 
receivables. This, however, does not eliminate the chance that investors retract from 
the project, which would have consequences for the business, but this is an external 
factor which cannot be entirely predicted and assessed. The risk assessment processes 
could possibly make the entrepreneur aware of this possible situation, but it is not 
possible to incorporate mitigation plans for all the potential risks in making a start-up, 
since the severity depends on the individual phase and its influence on the project. 
We argue that the project management tools were able to identify some issues, 
analyse and resolve problems in the cases studied. As we saw in the summary of the 
analysis above, the management tools could have been used by the start-ups in order 
to plan and control their organisations. The theory of effectuation states that the 
entrepreneurs tend to be quick in executing their ideas, which we also observed 
during the research. However, the entrepreneurs often discounted too many 
uncertainties, which led to neglecting many factors that had a direct influence on their 
basic business activities. Here, the project management tools could potentially, in a 
practical way, have helped them realize those factors before starting their businesses. 
They would avoid many risks of failure, while reducing information overload. Thus, 
we believe that the project management can aid an entrepreneur to make a quick yet 
contemplated decision when executing and plotting his business.   
 
Further research 
In our research paper we questioned if and how the project management tools could 
be exploited within an entrepreneurial venture. The result were that the management 
tools could be used to identify, explain and potentially resolve issues that the 
entrepreneur faced. An interesting further research could be to investigate whether the 
tools from the project management discipline could become a practical trend in the 
entrepreneurial circle.   
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